
Building Next-Generation HR–Line Partnerships
Optimizing HR Business Partner Role and Capability Investments

Corporate Leadership Council®



Copies and Copyright
As always, members are welcome to an unlimited number of copies of the materials contained within this handout. Furthermore, 
members may copy any graphic herein for their own internal purpose. The Corporate Executive Board requests only that members 
retain the copyright mark on all pages produced. Please call the Library at +1-202-777-5921 for any help we may provide.

The pages herein are the property of the Corporate Executive Board. Beyond the membership, no copyrighted materials of the 
Corporate Executive Board may be reproduced without prior approval.

Legal Caveat
The Corporate Leadership Council has worked to ensure the accuracy of the information it provides to its members. This report 
relies upon data obtained from many sources, however, and the Corporate Leadership Council cannot guarantee the accuracy 
of the information or its analysis in all cases. Furthermore, the Corporate Leadership Council is not engaged in rendering legal, 
accounting, or other professional services. Its reports should not be construed as professional advice on any particular set of facts 
or circumstances. Members requiring such services are advised to consult an appropriate professional. Neither the Corporate 
Executive Board nor its programs are responsible for any claims or losses that may arise from a) any errors or omissions in their 
reports, whether caused by the Corporate Leadership Council or its sources, or b) reliance upon any recommendation made by the 
Corporate Leadership Council.
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Road Map for the Discussion

Scaling HR Business 
Partner Impact

Designing the HR-Line 
Strategic Partnership

Building and Buying 
Key HR Competencies

Driving HR Effectiveness Through 
the Strategic HR Business Partner
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CHROs Looking to Increase HR Functional Effectiveness

� Heads of HR are looking to improve the effectiveness of their functions as the means to deliver business 
results while minimizing HR costs.

� This emphasis is refl ected in CHROs current priorities. Of note, “Improving HR Function Effectiveness,” 
was the number-one goal cited by CHROs in the Council’s membership poll*.

* Corporate Leadership Council, HR–Line Support Effectiveness Survey 2007.
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CHROs Are Focusing on Improving 
the Effectiveness of the HR Function

CHROs cite improving HR functional effectiveness as their top priority

Chief Human Resources Offi cers’ Top Priorities 

2007 Council Agenda Poll

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey 2007; Corporate Leadership Council research.
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Four out of fi ve CHROs are focused 
on improving the HR function.

n = 320.
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The Contribution of Past Research 
to Identifying HR’s Business Impact

� Key research published over the past 12 years clearly refl ects the imperative to help HR bridge the capability 
gap between HR functional effectiveness and business impact.

� The emerging theme is that HR has a clear impact on business outcomes through: improving employee 
performance and managing talent, outsourcing nonessential activities, and demonstrating specifi c 
competencies. 

� However, these initial insights leave an important question unanswered: How should HR partner with the 
business to deliver on the organization’s agenda?
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Corporate 
Leadership 

Council

Corporate Leadership 
Council
Vision of the Future 

Finds that HR drives business outcomes when 
HR accountability and expertise is pushed out 
to the line. Provides a vision for a more strategic, 
higher-impact HR function.

Huselid

Huselid
The Impact of Human Resource 
Management Practices on 
Turnover, Productivity, and 
Corporate Financial Performance

Finds that one standard deviation increase in HR’s 
use of 13 high-performance practices is correlated 
with a nearly $4,000 increase in 
profi t per FTE.

Watson 
Wyatt

Watson Wyatt
Human Capital Index Study

Finds that 49 HR practices grouped into six 
categories (clear rewards and accountability; 
recruiting and retention excellence; collegial, 
fl exible workplace; communications integrity; 
prudent use of resources; and focused HR 
technology) are correlated with an increase 
of total shareholder return.

Brockbank 
and Ulrich

Brockbank and Ulrich
The New HR Agenda

Identifi es the fi ve groups of competencies that 
drive business outcomes, and which business skills 
have the greatest impact on business performance.

Lawler,

et al.
Lawler, et al.
Achieving Strategic Excellence

Finds that HR departments that focus more on 
strategic activities are correlated with greater 
business outcomes.

At a Way Station on the Journey
While signifi cant strides have been made in identifying the impact of HR, a critical question remains

Key InsightPrevious Research*

1995

2006

2002

1999

1995

Key Conclusions

 • Effective management of talent 
outcomes improves business 
performance.

 • HR functions most effectively 
drive business results when 
working with the line to 
improve talent outcomes.

* For a full summary of these results, please see Appendix.

Unanswered Questions

 • What structures enable 
stronger line partnership?

 • How should HR staff partner 
with the business to deliver 
on the organization’s agenda?

 • What skill sets enable strong 
HR–line partnership?

Source: Corporate Leadership Council, Vision of the Future, Washington, D.C. : Corporate Executive Board (2000); Huselid, Mark, “The Impact of Human Resource Management Practices on Turnover, 
Productivity, and Corporate Financial Performance”, Academy of Management Journal, 38(3), 635–672 (1995); Brockbank, W., and Ulrich, D., The New HR Agenda: 2002 HRCS Executive 
Summary, University of Michigan Business School, Ann Arbor, Mich. (2002); Lawler, Boudreau, and Mohrman, Achieving Strategic Excellence: An Assessment of Human Resources Organizations, 
Stanford, Calif. : Stanford Business Books (2006); Watson Wyatt, Human Capital Index: Linking Human Capital and Shareholder Value (1999); Corporate Leadership Council research.
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A Three-Fold Survey

� The Corporate Leadership Council launched the HR Performance and Capabilities Survey, which comprised 
three surveys given to separate populations within each of the 101 organizations participating in the survey.

� The fi rst survey went to Chief Human Resource Offi cers and assessed items such as HR structure, staffi ng, 
and ownership for different talent management processes. 

� The second survey went to HR staff who work with line managers within each organization and assessed 
items such as backgrounds, experiences, and methods of interacting with their clients.

� The third survey went to line managers and assessed items such as their satisfaction with different HR 
services, skill assessments of their HR business partners, and several batteries of outcomes variables used 
within this study (see the appendix for more details).
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Benchmarking the HR–Line Partnership
The Council surveyed CHROs, business partners, and line managers to create a multifaceted view of the HR function

Sample CHRO Question Sample HR Staff Question Sample Line Manager Question

When interacting with your HR 
generalist, how effective are they at…

… understanding the talent needs 
of your business?

… helping you develop strategic plans 
regarding your employees?

… identifying talent issues before they 
impact your business?

…identifying new business strategies?

The Council’s HR–Line 
Support Effectiveness Survey

How do you communicate with your line 
customers? 
(Please check all that apply.)

E-mail

Newsletters

Voicemail

Phone calls

Intranet/Web site

Face-to-face meetings

In your organization or business unit, 
do you… 
(Please check all that apply.)

…have shared services units?

…have a decentralized HR structure?

… have different service offerings 
for different business units?

… have different budgets for different 
business units?

(3,601 HR Business Partners) (16,635 Senior Line Managers)(101 CHROs)

(101 Organizations)(101 Organizations)

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Our Sincere Appreciation
More than 16,000 line managers and 3,700 HR employees from 101 organizations participated in this year’s survey

Partial List of Participating Organizations

Source: Corporate Leadership Council research.
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Our Sincere Appreciation (Continued)
Partial List of Participating Organizations

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Understanding the Drivers of HR Function Effectiveness
To measure overall HR function effectiveness, CLC aggregated 

line managers’ responses to the following questions:

How effective is your HR department at…

…attracting the best quality employees?
…developing your current employees?
…improving the engagement of current employees?
…performance management?
…determining who to promote?
…transferring employees within your business unit?
…transferring employees across the organization?
…retaining current employees?
…training and development?
…benefi ts administration?
…compensation strategy?
…managing payroll?

…building a diverse workforce?
…resolving employee confl icts?
…ensuring a safe work environment?
…ensuring legal compliance?
…employee relations?
…implementing “center-led” HR programs?
…managing the business?
…managing culture?
…managing change?
…managing organizational design changes?
…workforce planning?
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HR–Line Support 
Effectiveness

The Scope of Our Inquiry
How should HR partner with the line to deliver on the organization’s objectives?

The Corporate Leadership Council HR–Line Effectiveness Model

• Revenue
• Profi t
• Cost

Business Outcomes
People1

Activities2

• Performance
• Retention
• Attraction

Talent Outcomes

Enablers3

How can HR improve 
effectiveness?

Who matters most 
to effectiveness?

Which activities most 
drive effectiveness?

How should HR organize to enable HR–line Support Effectiveness?

1 “People”: The teams of Shared Services, centers of expertise, and HR business partners that work with line customers.

2 “Activities”: The specifi c things that people in HR do when interacting with the line.

3 “Enablers”: The HR investments that improve the people within HR or the activities they engage in (e.g., development, job redesign).

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

4

3

2

1
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Determining the Impact of HR Effectiveness 
on Business and Talent Outcomes

CLC employs three advanced statistical techniques to verify the causal 
relationship between HR effectiveness and business and talent outcomes

Approach Description Implication

Validate Manager Data 
against Organization Data

In addition to collecting data from the manager about talent 
and business outcomes of their business units, for a subset 
of organizations, CLC separately collected business unit and 
performance data from the organization.

Comparing manager self-reported data and additional data 
collected from the organization indicates that managers 
accurately replied to questions about business and talent 
outcomes.

Compare HR effectiveness 
to the effectiveness of other 
support functions

In addition to collecting data on HR effectiveness, line 
managers were also asked about the effectiveness of other 
support functions (e.g., IT, fi nance). If signifi cant reverse 
causality existed there would be a strong correlation between 
the effectiveness of different support functions.

Comparing correlation coeffi cients between effectiveness of 
HR and effectiveness of other support functions reveals a very 
weak relationship (e.g., the correlation between effectiveness 
of HR and effectiveness of IT = .10). Because of the relatively 
weak relationship, it is reasonable to assume that there is a 
limited amount of reverse causality that exists.

Use statistical techniques 
to control for any potential 
“reverse causality”

Instrumental Variables (IV) and two-stage least squares 
regression (2SLS) are methods for extending regression 
models to cover models which potentially violate ordinary 
least squares (OLS) regression’s assumption of recursivity. 
Specifi cally, this technique is used in models where the 
researcher may assume that the disturbance term of the 
dependent variable is correlated with the cause(s) of the 
independent variable(s). For more information, see Greene, 
Econometric Analysis, 1993.

To estimate the effect of HR effectiveness on business and 
talent outcomes, CLC used a variety of factors to predict 
HR effectiveness that are uncorrelated with talent and 
business outcomes. Then using the predicted HR effectiveness 
outcome, CLC is able to determine the effect of HR 
effectiveness on talent and business outcomes to generate an 
unbiased estimate of the impact of improved HR effectiveness 
on talent and business outcomes. 

Source: Corporate Leadership Council research.
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Effective HR–Line Support Drives Talent and Business Outcomes
When business units receive effective support from HR, business unit revenue and profi ts increase

Do the Math
For a business unit with US$100 million in revenue, effective HR support translates 
to an increase in revenue of US$7 million.

Source: Corporate Leadership Council, HR–Line Support Effectiveness Survey; Corporate Leadership Council research.

HR Effectiveness 
Impact on Revenue

HR Effectiveness 
Impact on Profi tability

Business Unit Revenue

35.0%

17.5%

0.0%
Business Unit Profi tability

35.0%

17.5%

0.0%

5%
7%
9%

7%
9%
11%

HR Effectiveness Impact 
on Employee Performance

HR Effectiveness Impact 
on Employee Retention

Business Unit Employee Performance

35.0%

17.5%

0.0%
Business Unit Employee Retention

35.0%

17.5%

0.0%

16%

21%

26%

20%

26%

32%
Ranges of data 
refl ect a 95% 
confi dence 
interval.

Note: The impact on performance and retention measures the shift in distribution of the aggregate employee population. The impact 
on revenue and profi tability is a measure of how revenue and profi tability outcomes relate to predefi ned goals for each of the line 
managers surveyed. It represents a statistical estimate of the maximum total impact on the outcome by comparing two statistical 
estimates: the predicted maximum impact when an HR function scores very effective compared with an HR function that scores 
ineffective. The effects are modeled using a variety of multivariate regressions with appropriate control variables.
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The Voice of the Customer

� The facing page provides three reasons that CHROs should view the line’s evaluation of HR Effectiveness as 
the leading indicator of overall HR Effectiveness. 

� The fi rst two reasons are more apparent—as the line co-owns talent and business outcomes and has a direct 
mandate to focus on activities that drive the business, they are well-positioned to understand the day-to-day 
talent and business activities that drive results.

� The most important reason to listen to line managers, however, is that line evaluation of HR Effectiveness 
is strongly correlated with the talent and business outcomes that most CHROs care about, which include 
employee performance and retention outcomes, and key indicators of business performance.
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HR needs to focus on the customer.The line co-owns the talent and business 
outcomes of the organization.

Line Manager Evaluation Reliably Refl ects HR–line Effectiveness
While there are several potential sources of information about 
HR–line support effectiveness, the line provides a critical voice

Key Reasons for Relying on Line Manager Evaluations

1 2

Line Manager Perception of HR 
Effectiveness Versus Employee Performance

By Business Unit

Em
pl

oy
ee

 P
er

fo
rm

an
ce

1

4

7

0 10 20 30 40 50 60 70 80 90 100

Line Manager Perception of HR–Line Support Effectiveness

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Data indicates that line managers 
are an effective measure.

3

Correlation Between Line 
Manager Evaluation of HR 

Effectiveness and Outcomes*

Talent 
Outcomes

Employee Performance 0.73

Employee Retention 0.68

Employee Attraction 0.57

Business
Outcomes

Business Unit Revenue 0.38

Business Unit Profi tability 0.28

Business Unit Costs 0.26

* The numbers are Pearson correlation coeffi cients, which may range from -1 to 1. A 1 indicates that two 
variables are perfectly positively correlated, and a 0 indicates no correlation between the variables.
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The Impact of HR–Line Support Effectiveness on Talent Outcomes

� The fi rst question in the CLC HR–Line Effectiveness model: “Who matters to effectiveness?”

� CLC examines three distinct groups within HR: HR Business Partners, HR Specialists, and Shared Services.



CLC18W5FWB 19© 2007 Corporate Executive Board. All Rights Reserved.

Who Matters Most to HR–Line Support Effectiveness?

Source: Corporate Leadership Council, HR–Line Support 
Effectiveness Survey; Corporate Leadership Council research.

CLC examines which HR constituencies are most 
important to the effectiveness of HR–Line support…

…and how they impact key outcomes

Talent Outcomes

• Revenue
• Profi tability
• Cost

Business Outcomes

• Performance
• Retention
• Attraction

HR Staff Key Outcomes

HR Business Partners—HR employees that work with 
managers within business units on talent and business 
related projects. Also referred to as a HR Generalist, HR 
Consultant, or HR partner.

Shared Services—Centralized HR functions that are 
scaled across the organization, for example payroll and 
benefi ts administration.

HR Specialists—HR employees that focus exclusively 
on specifi c areas within HR, for example, recruiting or 
training.

HR–Line Support Effectiveness

Identifying Which HR Staff Matter Most
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Line Perception of HR and HR Teams

� Insight into the line’s current perception of HR reveals signifi cant room for improvement, as only 
33% of line managers feel HR is effective.

� In addition, when asked about the effectiveness of groups within HR, line managers report the greatest 
dissatisfaction with the individuals within HR they work with most—HR Business Partners and 
HR Specialists.
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Few Line Managers Judge HR as Effective
Line managers report 

poor perceptions of HR…
…especially of business 
partners and specialists 

How Effective Are Your Shared Services Centers?

Line Manager Responses

48%
44%

8%

33%

56%

11%

Ineffective

Effective

How Effective Is Your HR Function?

Line Manager Responses

How Effective Is Your HRBP*?

Line Manager Responses

How Effective Are 
Your HR Specialists?

Line Manager Responses

34%

54%

12%
31%

58%

11%

Ineffective
Effective

Ineffective
Effective

Ineffective

Effective

Neutral

Neutral Neutral

Neutral

Note: Findings were consistent across all segments of the survey population. Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

* HR business partners are defi ned as the HR employees who have direct interaction with business leaders in the organization. 
They are sometimes called HR generalists, consultants, or HR leaders.

44%
48%

31%
11%

33%

11%
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The Importance of the 
HR Business Partner to HR–Line Support Effectiveness

� The line’s dissatisfaction is especially acute because further analysis reveals that HR Business Partners have 
the greatest impact on the variation in the effectiveness of HR across all HR structures.

� The Council identifi ed and examined four HR structures and determined that the HRBP explained the most 
variation in HR–Line Support Effectiveness in each case.
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10%

23%

39%

28%

HRBPs Matter Most to HR–Line Support Effectiveness
HRBP performance is the biggest driver of HR–line support effectiveness regardless of service-delivery model

Percentage of Organizations with a Given HR Structure

Model #2: Business Partners and HR Specialists

0%

50%

100%

0%

50%

100%

62%

38%

HRBP HR Specialists

Percentage 
of Variation 
in HR–Line 

Support 
Effectiveness 

Explained

Model #3: Business Partners and Shared Services

0%

50%

100%

0%

50%

100% 86%
14%

HRBP Shared Services

Percentage 
of Variation 
in HR–Line 

Support 
Effectiveness 

Explained

Identifying Which HR Staff Matter Most

Model #4: Business Partners, Specialists, and Shared Services

0%

50%

100%

0%

50%

100%

54%

32%
14%

HRBP HR 
Specialists

Shared 
Services

Percentage 
of Variation 
in HR–Line 

Support 
Effectiveness 

Explained

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

23%

39%

10%

28%

Model #1: HRBPs Only
(100% of Impact from HRBPs)
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The Impact of HR–Line Support Effectiveness on Talent Outcomes

� The second question in the CLC HR–Line effectiveness model: “What activities matter most to 
effectiveness?”
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HR–Line Support 
Effectiveness

What Activities Matter Most to HR-Line Effectiveness? 
How should HR partner with the line to deliver on the organization’s objectives?

The CLC HR–Line Effectiveness Model

• Revenue
• Profi t
• Cost

Business Outcomes
People1

Activities2

• Performance
• Retention
• Attraction

Talent Outcomes

Enablers3

How can HR improve 
effectiveness?

Who matters most 
to effectiveness?

Which activities most 
drive effectiveness?

How should HR organize to enable HR–Line Support Effectiveness?

1 “People”: the teams of shared services, centers of expertise, and HR business partners that work with line customers

2 “Activities”: the specifi c things that people in HR do when interacting with the line

3 “Enablers”: the HR investments that improve the people within HR or the activities they engage in (e.g., development, job re-design, etc…)

4

3

2

1

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Identifying talent issues before 
they impact the business

Developing the next 
generation of leaders

Prioritizing across HR needs

Identifying new business 
strategies

Adjusting HR strategies to 
respond to changing needs

Identifying critical HR metrics

Responding to employee needs

Preparing for 
different situation

Managing confl ict between 
managers

Responding to manager needs

Quickly responding to line 
manager questions

Managing the organization 
through change

Managing confl ict between 
employees

Assessing Employee Attitudes

Communicating organizational 
culture to employees

Understanding the talent 
needs of the business

Tracking trends in 
employee behaviors

Resolving political problems in 
the execution of business plan

Responding to employee needs Managing competing 
personalities in the organization

Ensuring HR programs are 
aligned with culture

Communicating policies and 
procedures to employees

Keeping the line updated on 
HR initiatives

HRBPLine Manager

Helping develop strategic 
plans regarding employees

Tailoring HR strategies 
to meet business needs 

Communicating policies and 
procedures to employees

Coaching the line 
on managing employees

Enforcing standard HR policies 
and procedures

Being able to anticipate 
problems

Assessing employee attitudes

Preparing for potential crises

Responding to legal concerns Reaching solutions 
on employee problems

Helping the line understand 
the labor market

Assessing the HR implications 
of strategic options

Understanding how employees 
impact the business

Advocating for employees Coordinating with other 
support functions

Responding to 
organizational changes

Administering basic HR 
services

Linkages Between HRBP Activities 
and HR–Line Support Effectiveness Unclear

Which HRBP activities matter most?



CLC18W5FWB 27© 2007 Corporate Executive Board. All Rights Reserved.

Four Roles That HR Business Partners Play
HRBPs activities include strategic partnering, operations management, employee mediation, and emergency response

Operations Manager

Employee MediatorEmergency Responder

Strategic Partner

HRBP Strategic Partner Activities
• Adjusting HR strategies to respond to changing needs
• Developing the next generation of leaders
• Identifying critical HR metrics
• Identifying new business strategies
• Identifying talent issues before they impact the business
• Prioritizing across HR needs
• Redesigning structures around strategic objectives
• Understanding the talent needs of the business

HRBP Operations Manager Activities
• Assessing employee attitudes
• Communicating organizational culture to employees
• Communicating policies and procedures to employees
• Ensuring HR programs are aligned with culture
• Keeping the line updated on HR initiatives
• Tracking trends in employee behaviors

HRBP Emergency Responder Activities
• Preparing for different situations
• Quickly responding to complaints
• Quickly responding to line manager questions
• Responding to employee needs
• Responding to manager needs

HRBP Employee Mediator Activities
• Managing competing personalities in the organization
• Managing confl ict between employees
• Managing confl ict between managers
• Responding to organizational changes
• Resolving political problems in the execution of business plans

SP

ER

Identifying Which Activities Matter Most

OM

EM

Note: Factor analysis identifi es which HRBP activities cluster together naturally. Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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The Strategic Partner Role Is Most Important

� The results of this analysis indicate that all the activities within the Strategic Partner role, such as developing 
leaders and supporting the business, have a disproportionate impact on improving HR–Line Support 
Effectiveness.

� HRBP excellence at these strategic activities accounts for up to 33% improvement in HR–Line Support 
Effectiveness, while excellence at the other three roles provides no more than an 11% impact.
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11%
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6% 6%

Strategic HRBP Activities Drive HR–Line Support Effectiveness
A handful of HRBP activities have a disproportionate impact on improving HR–line support effectiveness

HRBP Activities’ Impact on HR–Line Support Effectiveness
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produce. The maximum total impact is calculated by comparing two statistical estimates: the predicted impact when an HRBP 
scores “high” on a driver, and the predicted impact when an HRBP scores “low” on a driver. The effects of all drivers are 
modeled using a variety of multivariate regressions with appropriate control variables. 
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the most important at driving 
HR–line support effectiveness.

Identifying Which Activities Matter Most

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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A High-Impact Investment

� Improving HRBP performance at the strategic partner role displays increasing returns in its impact 
on HR–Line Support Effectiveness.

� The gains from other HRBP roles display much lower, more linear increases in impact from incremental 
improvement.
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The Strategic Partner Role Offers 
the Most Signifi cant Potential Returns 

Unlike the other roles that HRBPs play, continued improvement at the strategic 
role causes an increasing impact on HR–line support effectiveness

Impact of HRBP Role Effectiveness on HR–Line Support Effectiveness

Identifying Which Activities Matter Most

HR–Line 
Support 

Effectiveness

HRBP Role Effectiveness

Strategic Partner

Operations Manager

Emergency Responder
Employee Mediator

Very Ineffective Neutral Very Effective

35.0%

17.5%

0.0%

Average Effectiveness as Strategic Partner

Average Effectiveness as Operations Manager

Average Effectiveness as Employee Mediator

Average Effectiveness as Emergency Responder …but the vast majority of 
the benefi t from strategic
effectiveness is going 
from neutral to effective, 
not from ineffective to 
neutral.

Most business partners 
score in the neutral range 
at the strategic role…

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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The Opportunity to Improve HRBP Strategic Role Effectiveness

� Strikingly, while HRBP strategic activities have the greatest impact on HR–Line Support Effectiveness, they 
also represent the greatest opportunity for HR to improve its current state of effectiveness.

� Of the potential 33% impact on effectiveness that HR can achieve by maximizing its HRBP’s effectiveness 
at the Strategic Partner role, only 11% of this potential has already been achieved by the average 
HR department.

� In contrast, HR functions have already achieved the majority of the potential benefi t available in the 
remaining three HRBP roles, indicating that an increased focus on the Strategic Partner role yields the 
greatest opportunity for improved overall HR–Line Support Effectiveness.
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Emergency 
Responder

5%

3%

7%

4%

HRBP Strategic Role Effectiveness Is the Greatest 
Opportunity to Improve Overall HR–Line Support Effectiveness

Less room exists for improvement in the other three HRBP roles

Note: Each bar represents a statistical estimate of the maximum total impact on the given outcome each role will produce. The maximum total impact is 
calculated by comparing two statistical estimates: the predicted impact when HR scores “high” on a role, and the predicted impact when HR scores 
“low” on the role. The effects of all roles are modeled within one multivariate regression and controlled for industry and organization. In addition, 
a series of two-stage least-squared regressions are performed to control for any potential endogeneity.

Impact on 
HR–Line 
Support 

Effectiveness

Operations 
Manager

Employee 
Mediator

Strategic 
Partner

Implications
• To improve HR–line support effectiveness, HRBPs must improve performance at the strategic role. 
• Additional investments in traditional HRBP roles will have minimal returns.

Impact of HRBP Roles on Overall HR–Line Support Effectiveness
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33%
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11%
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20%

40%

11%

22%

33%
The maximum 
potential impact 
of playing this 
role well

The benefi t 
already achieved 
by the average 
HRBP

How to Read the Chart

The potential 
remaining 
benefi t, based 
on average HRBP 
performance

5%

3%

Identifying Which Activities Matter Most

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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General Agreement on the Importance of the Strategic Role

� While the previous pages have made the business case for moving HRBPs to greater effectiveness at the 
strategic role, further analysis indicates that HR and the line already agree on moving in this direction.

� Responses from the CHRO, HRBPs, and the line indicate there is a shared agenda and a shared report card 
regarding HR’s role—all parties agree that HR should become more strategic.

� More importantly, however, these groups also all agree that HR’s current performance in the role is 
suboptimal. Fewer than 20% of CHROs, HRBPs, and line managers feel that HRBPs are “effective” at the 
strategic role.

� Signifi cantly, however, the line feels that nearly 40% of HRBPs are clearly “ineffective,” while the 
HR function feels more “neutral” on HRBP strategic effectiveness.
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Strategic HRBPs: A Shared Agenda, a Shared Concern 
All stakeholders agree that the strategic role is the most important role for HRBPs and that HRBPs underperform

CHRO, HRBP, and Line Manager Perception of Most Important HRBP Role

HRBP Strategic Role Effectiveness

Evaluated by CHROs

HRBP Strategic Role Effectiveness

Evaluated by HRBPs

HRBP Strategic Role Effectiveness

Evaluated by Line Managers

0%

50%

100%

0%

50%

100%

93%

3%
1%

91%

7%
1%

82%

12%

3%

CHROs

15%

75%

10% 17%

80%

3%
10%

51%

39%

Neutral

Effective
Effective Effective

HRBPs Line Managers

Emergency Responder

Employee Mediator

Operations Manager

Strategic Partner

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Ineffective

Neutral

Ineffective
Ineffective

Neutral

Identifying Which Activities Matter Most

15%
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The Impact of HR–Line Support Effectiveness on Talent Outcomes

� The third question in the CLC HR–line effectiveness model: “How should HR partner with the line?”
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HR–Line Support 
Effectiveness

How Can HR Improve HR-Line Effectiveness? 
How should HR partner with the line to deliver on the organization’s objectives?

The CLC HR–Line Effectiveness Model

• Revenue
• Profi t
• Cost

Business Outcomes
People1

Activities2

• Performance
• Retention
• Attraction

Talent Outcomes

Enablers3

How can HR improve 
effectiveness?

Who matters most 
to effectiveness?

Which activities most 
drive effectiveness?

How should HR organize to enable HR–Line Support Effectiveness?

1 “People”: the teams of shared services, centers of expertise, and HR business partners that work with line customers

2 “Activities”: the specifi c things that people in HR do when interacting with the line

3 “Enablers”: the HR investments that improve the people within HR or the activities they engage in (e.g., development, job re-design, etc…)

4

3

2

1

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Note: Within each of the items listed above, the Council conducted the analysis at additional levels of detail. For example, 
with “HRBP Business Skills,” the Council tested Sales Skills, Metrics Skills, Negotiation Skills, etc. 

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Testing Across Three Groups of HRBP Enablers
CLC examined three categories of enablers that may impact HRBP strategic role performance

The HR Function Structure and Budget

• Budget Size
• Budget Allocation
• Budget Responsibilities
• Size of HR Staff
• HR/FTE Ratio
• Specialist/Generalist Ratios 
• Number/Responsibilities of Specialists
• Degree of Centralization
• Service Delivery Philosophy
• Technology Use
• Degree of Outsourcing
• Degree of Offshoring
• Stability of Structure
• Stability of Services Offerings
• Stability of HR Staff
• Metrics Use
• Talent Philosophy
• Line Services
• HRBP Hiring Philosophy
• CHRO MBOs
• CHRO-Executive Interactions
• CHRO Characteristics

The Design of the Job

• HRBP Time Allocation
• HRBP Compensation
• HRBP Incentives
• HRBP Performance Management 
• HRBP Manager Evaluation
• HRBP Workload
• HRBP Span of Control
• HRBP Management Responsibilities
• HRBP Position Dynamics
• Line Awareness of HRBP Services
• Line Perception of HRBP
• Credibility of HRBP
• Line/HRBP Communication Dynamics
• Line/HRBP Meeting Dynamics 
• Quality of Line/HRBP Interactions 
• Line/HRBP Interaction Derailers 
• Line Expectations of HRBP
• Line/HRBP Learning Techniques 
• Line/HR Specialist Interactions
• HR Training for Line Managers
• Line Manager Profi le
• Line Manager Evaluation
• Line Perception of CHRO
• Line Manager Responsibilities
• Functional Management of HRBP
• Shared Services
• Centers of Excellence

The Person

• HRBP Business Skills
• HRBP Human Resources Skill
• HRBP General Business Knowledge
• HRBP General HR Knowledge
• Previous External Work Experiences
• Previous Internal Work Experiences
• HR Certifi cations
• Size/Scope of Personal Network
• Personal Demographics (e.g., education, tenure)
• Hiring Experience
• Career Preferences
• Work Preferences
• Beliefs in HR
• Attitudes
• Perception of Line Customers
• Rational for Being in HR
• HRBP Development Experiences
• Rotational Experiences
• Coaching 
• Mentoring
• Internal HR Training
• Internal Business Training
• External HR Training
• External Business Training
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How Do I Make HRBPs Great at the Strategic Role?
The Council identifi es which enablers are most important at improving HRBP effectiveness at the strategic role

Note: HR business partners are defi ned as the HR employees who have direct interaction with business leaders 
in the organization. They are sometimes called HR generalists, consultants, or HR leaders.

HRBP Enablers

The Person—The skills, backgrounds, 
and development experiences that individual 
HRBPs have

The Design of the Job—The accountability 
of individual HRBPs and the interactions they 
have with line managers and other HR employees

The HR Function Structure and Budget—
The structure, budget, technology, and design 
of the HR function

Strategic Partner
Crafts and implements enterprise-wide 
strategies to chronic challengesSP

0%

20%

40%

0%

20%

40%

11%

22%

33%

Improving the Strategic Effectiveness of HRBPs

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Strategic Excellence Does Not Depend on Operational Excellence

� Previous models have indicated that HR must reach a high level of operational effectiveness before it can 
become strategic, but current research indicates otherwise.

� While HR can realize dramatic gains in strategic effectiveness by reaching a minimal threshold of 
operational effectiveness, beyond this fundamental effectiveness level there is no signifi cant increase in HR’s 
strategic effectiveness.

� Therefore, while CHROs must meet a minimum level of operational effectiveness in supporting the line, 
additional investments are not necessary.

� Instead, CHROs that have reached the minimal operational threshold can immediately shift their resources 
toward achieving excellence in HRBP strategic role effectiveness.
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Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

0.0%

10.0%

20.0%

HRBP Strategic Excellence Does Not
Depend on HR Function Operational Excellence

As long as minimum thresholds of performance have been hit, HRBPs can play a strategic role

Average HR Operational Effectiveness Versus Percent of HRBPs Effective at the Strategic Role

Implications
• HRBPs can be strategic contributors, 

even when operational support is only 
somewhat effective.

• Eighty-fi ve percent of organizations 
have achieved a level of HR operational 
effectiveness that allows for HRBP 
strategic effectiveness.

Average HR Function Operational Effectiveness*

Percentage of 
HRBPs Effective 
at the Strategic 

Role

Very 
Ineffective

Ineffective Somewhat 
Ineffective

Neither 
Effective Nor 

Ineffective

Somewhat 
Effective

Effective Very 
Effective

Improving HR operational performance from ineffective 
to basic levels of effectiveness dramatically increases the 
likelihood of strategic HRBP effectiveness…

…however, beyond fundamental levels of HR 
operational effectiveness, there is no signifi cant 
increase in strategic HRBP effectiveness.

* HR Function Operational Effectiveness is the average of line manager responses to a series of questions 
how effective HR is at administrative, communication, organizational design and program management.

Improving the Strategic Effectiveness of HRBPs

85%

15%

Somewhat Effective—Effective

Very Ineffective—Neither 
Effective Nor Ineffective

HR Organizations by 
Effectiveness at HR Operations
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CHROs Should Focus on the Person and the Job

� Examination of these enablers reveals that the capabilities of the individual in the role and the design 
of the job have the primary impact on HRBP strategic role effectiveness, explaining 97% of the total 
variation in HR–Line Support Effectiveness.

� Expensive investments in restructuring the HR department or changing budget allocations are less likely 
to have signifi cant impact on role effectiveness.

� CHROs should focus on sourcing and developing the “right” candidates and placing them in a well-designed 
HRBP job.
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The Challenge: It’s Both the Person and the Job
Function-level investments do not differentiate HRBP strategic role effectiveness

Percentage of Variation in HRBP Strategic Role Effectiveness Explained by Enabler Category

0%

50%

100%

0%

50%

100%

54%

43%
3%

The Person The Design 
of the Job

Percentage 
of Variation 

in HRBP 
Strategic Role 
Effectiveness

Note: The percentage of variation explained is calculated by 
conducting a multivariate analysis of variance (MANOVA).

Implications
• Focusing on the person in the HRBP 

job is critical, but incomplete.
• HR must (re)examine the design 

of the job and the interactions with 
the line to improve HRBP strategic 
effectiveness.

The HR Function 
Structure and Budget

Improving the Strategic Effectiveness of HRBPs

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Building and Buying Key 
HRBP Competencies

Designing the HR–Line 
Strategic Partnership

Scaling HR Business 
Partner Impact

• What differentiates the best strategic HRBPs?

• How can organizations attract the 
best talent?

• How can organizations develop existing HRBPs 
to improve performance?

• How should the HRBP job be designed?

• How can organizations leverage the abilities of 
the best HRBPs across the entire team?

• How should HRBPs interact with the line?

• How should HRBPs be deployed across the 
organizations?

• How can organizations leverage resources from 
the center in support of HRBPs? 

Profi led Case

HRBP Job-Integrated 
Development Experiences

Profi led Case

HR Business Partner
Solution Delivery Toolkits

Profi led Case

Strategy-Enabled HRBP–Line Partnerships

Profi led Case

Business-Aligned HR Service Delivery

Building Next-Generation HR–Line Partnerships
Optimizing HR Business Partner Role and Capability Investments
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Road Map for the Discussion

Scaling HR Business 
Partner Impact

Designing the HR-Line 
Strategic Partnership

Building and Buying 
Key HR Competencies

Driving HR Effectiveness Through 
the Strategic HR Business Partner
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Current Strategic Effectiveness of HRBPs

� The Strategic Partner Role curve in the graph below indicates that increasing HRBPs’ strategic role 
effectiveness above average levels of effectiveness has a signifi cant impact on HR–Line Support Effectiveness. 
Only 10% of HRBPs are currently highly effective at the strategic role.

� Fifty percent of HRBPs, however, have the potential to be highly effective. Those HRBPs should be targeted 
for development, not the 40% that are currently ineffective at the strategic role.
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Relatively Few HRBPs Are “Great” at the Strategic Role
Fewer than one out of fi ve HRBPs are highly effective at the strategic role

Relative Impact of HRBP Strategic Role Effectiveness on HR–Line Support Effectiveness

Distribution of HRBPs by Strategic Role Effectiveness

Talent Scarcity

0%

50%

100%

0%

20%

40%

Strategic 
Partner

Role

HRBP Strategic Role Effectiveness

HR–Line 
Support 

Effectiveness
Percentage 
of HRBPs

2%

Roughly 40% of HRBPs 
are currently ineffective at 
the strategic role…

…and 10% are highly 
effective.

Note: The line represents the impact of strategic role effectiveness on HR effectiveness. The impact is modeled 
using multivariate regression with appropriate controls.

 Bars represent the percentage of HRBPs scoring in each segment within on a 100-point effectiveness 
index. 

…slightly more than 50% demonstrate 
moderate effectiveness…

10%

27%
32%

19%

8%

2%

Very 
Ineffective

Ineffective Somewhat 
Ineffective

Neutral Somewhat 
Effective

Effective Very 
Effective

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Infl uence of the HRBP Profi le on Strategic Role Effectiveness

� The fi gure below reveals how variation in HRBP strategic role effectiveness is explained by differences in the 
four main profi le characteristics of HRBPs—competencies, previous experience, motivation, and education 
or certifi cations. 

� Of these profi le characteristics, the HRBPs competencies explain 65% of the variation, indicating that 
HRBP skills and behaviors are far more important than their backgrounds in determining strategic role 
effectiveness. 

� This is good news for HR, as the competencies of the HRBP are more controllable from the CHRO’s 
perspective than factors such as the HRBPs previous experience and motivation.
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0%

50%

100%

0%

50%

100%

Competencies1 Previous Experience2 Motivation3 Education/Certifi cations4

65%

20%

10%
5%

Competencies Are the Key Contributors 
to HRBP Strategic Effectiveness

Competencies explain a majority of the variation in the strategic capabilities of individual HRBPs

Infl uence of Profi le Characteristics on Strategic Role Effectiveness

Percentage of 
Variation in 

Strategic Role 
Effectiveness 
Explained by 

Different Profi le 
Characteristics 

Implications
• Within the person category, 

competencies are the most important 
profi le characteristic to build or buy.

• Background is less important than 
competencies in determining HRBP 
strategic effectiveness. 

Profi le Characteristics
1 Competencies include the knowledge and skills of the HRBP.

2 Previous experience includes previous industry experience and previous HR experience. For example, previous communication industry experience.

3 Motivation refers to the motivation of HRBPs to join HR. For example, joining HR to become a consultant.

4 Education and certifi cations refer to the educational and certifi cation achievements of HRBPs. For example, a bachelor’s degree, an M.B.A., or PHR certifi cation.

Note: The chart maps the profi le characteristics that explain a person’s contribution to explaining the variation in strategic role effectiveness. The percentage of 
variation explained by the person is calculated by conducting an ANOVA (Analysis of Variance).

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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The Impact of HR Knowledge on Strategic Effectiveness

� Taking a closer look at HRBP knowledge of HR activities, knowledge of workforce-wide HR activities 
(such as workforce planning, engagement strategies, and succession management) has the greatest impact 
on strategic effectiveness.

� Conversely, knowledge of complex and highly detailed transactional work, such as legal requirements 
and benefi ts planning, has minimal impact on strategic effectiveness.

� This indicates that HRBP effectiveness is not dependent on knowledge of specialized HR activities, but 
on the strategies that directly impact employee effectiveness across the organization.

� “Business Acumen” is defi ned as deep understanding of an organization’s internal and external business 
environment.
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0%

11%

22%

0%

11%

22%

Business Knowledge Matters Most, 
Followed by Workforce Management Knowledge

Knowledge of business unit–specifi c workforce management issues (i.e., workforce planning, engagement 
strategies, and succession management) are most important for driving HRBP effectiveness at the strategic role

Impact of HR Knowledge on HRBP Strategic Role Effectiveness

Note: Each bar represents a statistical estimate of the maximum total impact on strategic role effectiveness that each driver will produce. The maximum total impact is 
calculated by comparing two statistical estimates: the predicted impact when an HRBP scores “high” on a driver and the predicted impact when an HRBP scores 
“low” on a driver. The effects of all drivers are modeled using a variety of multivariate regressions with appropriate control variables.
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Defi ning the HRBP Competency Model —Knowledge

…while knowledge of more narrow 
and detailed transactional activities 
is less important in the strategic role.

Business knowledge, 
combined with…

…knowledge of business unit–specifi c 
workforce activities, provides a 
foundation for strategic work…

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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The Impact of HR Skills on HRBP Strategic Effectiveness

� HR skills group into three main categories: business skills, metrics skills, and interpersonal skills.

� HRBPs must apply creative problem solving against business realities and measure the success of HR 
strategies. HRBPs must also be able to persuasively communicate a strong point of view regarding these 
solutions.
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Data-Driven and Creative Leadership Skills Matter Most
Innovation, metrics use, and leadership skills drive strategic role effectiveness

Skill Impact on Strategic Role Effectiveness

Maximum 
Impact 

on HRBP 
Strategic Role 
Effectiveness

Inn
ovat

ion 
Sal

es 

Projec
t M

ana
gem

en
t

Data
 Anal

ysi
s

Business Skills Metrics Skills Interpersonal Skills

Cost–
Ben

efi 
t A

nal
ysi

s

Reco
rdkee

ping

Pe
rsu

asi
on

Metr
ics 

Use 
and

 Crea
tio

n

Lea
ders

hip

Nego
tiat

ion

Coach
ing

 

Consu
ltat

ion

Pres
en

tat
ion

Defi ning the HRBP Competency Model—Skills

Note: Each bar represents a statistical estimate of the maximum total impact on strategic role effectiveness that each driver will produce. The maximum total impact is 
calculated by comparing two statistical estimates: the predicted impact when an HRBP scores “high” on a driver and the predicted impact when an HRBP scores
“low” on a driver. The effects of all drivers are modeled using a variety of multivariate regressions with appropriate control variables.

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

HRBPs must fi nd creative 
solutions to business problems…

…and play a leading role in driving 
business and talent outcomes.

…be able to measure the 
success of those strategies…
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The CLC Strategic HR Business Partner Competency Model

� Given the skills and knowledge identifi ed as having the greatest impact on HRBP strategic role effectiveness, 
the Council has created a new strategic HRBP competency model to serve as the blueprint for strategic 
HRBP development.

� Grounded in business acumen, the ideal strategic HRBP employs workforce management knowledge,  
innovation, leadership, and metrics use and development to achieve results.

� Organizations should use this model as a starting point when designing their own HRBP competency 
models to ensure that all elements are included as well as guarding against the inclusion of nonessential 
competencies.
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The CLC Strategic HR Business Partner Competency Model 
Building on their business acumen, strategic HR business partners deploy 

workforce management knowledge, data analysis, innovation, and leadership skills to achieve results 

Business Acumen at the Center
Business acumen is at the center of the strategic HRBP 
competency model because:

• 94% of HRBPs that have high levels of business acumen 
are also highly effective at the strategic HRBP role; and

• Without business acumen, the impact of innovation, 
leadership, and metrics use is dramatically limited.

Defi ning the HRBP Competency Model

Metrics Use and Metrics Use and 
DevelopmentDevelopment

InnovationInnovation

LeadershipLeadership

Business Acumen

CLC Strategic HRBP Competency Model

BU–Specifi c Workforce BU–Specifi c Workforce 
Management KnowledgeManagement Knowledge**

* These include workforce planning, engagement strategies, and succession management. Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Defi nitions for the Strategic
Role Competency Model

Innovation: Refers to the ability to customize or implement HR 
solutions to human capital problems in creative ways, or to craft 
new HR solutions.

Leadership: Refers to the ability to persuade line managers of 
the need for new or existing HR programs by taking a leadership 
position. 

Metrics Creation and Use: Refers to the ability to develop and 
use metrics to make the business case for HR programs, to align 
HR strategy with corporate goals, and to assess and justify the 
performance of HR programs. 

BU-Specifi c Workforce Management Knowledge: Refers to 
the ability to use HR knowledge on engagement, performance 
management, and attraction at the business unit level to provide 
strategic solutions to human capital problems.

Business Acumen: Refers to the ability to use insight of the 
organization’s internal and the external business environment 
to improve the human capital outcomes that affect business unit 
performance.
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Three Issues with “Buy Strategies”

� Organizations looking to “buy” competencies will fi nd three major challenges in the current HRBP labor 
market—key HRBP competencies are scarce, the best HRBPs are the most expensive, and the most available 
HRBPs have more average skills.

� First, very few HRBPs in the labor market have high-impact skills such as leadership and business acumen, 
and there is intense competition to attract these workers.

� Second, HRBPs with the best skill sets currently command a 20% greater salary than the average HRBP, 
placing a signifi cant premium on sourcing these individuals.

� Finally, the pool of HRBPs currently looking to leave their jobs do not have the skills necessary to achieve 
strategic effectiveness in the HR Business Partner role.



CLC18W5FWB 59© 2007 Corporate Executive Board. All Rights Reserved.

The Issue: High Impact, Low Availability

The scarcity of high-impact skills on the HR labor 
market increases the diffi culty of buying these skills.

Percentage of HRBPs 
with Strong, High-Impact Skill Sets

The Issue: High Availability, Lower Impact

HRBPs currently looking to leave their 
job have no better skill set than the average HRBP. 

Skill Set of Actively Available Talent

The Issue: Greatest Skills, Greatest Premium 

HRBPs with the strongest skill sets command 
a signifi cantly higher premium than their counterparts.

Salary Premium of Highly Skilled HRBPs

Sourcing Within Current HRBP Population Is Diffi cult
Scarcity and lack of availability drive up the price of effective HRBPs

Problem #1: A Scarcity 
of the Most Important Skills

Problem #2: The Best 
HRBPs Are the Most Expensive

Problem #3: Actively 
Available HRBPs Are Worse

Average Skill 
Effectiveness

Highly Skilled 
HRBP

1.19x
 = (19%)

1.2x
 = 20%

Average 
Salary

1x

Average 
HRBP

Highly Skilled 
HRBPs
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ders

hip

Inno
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ion
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ics

 Use 
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t

Attracting Effective HRBPs

Busi
ness

 Acumen

Percentage 
of HRBPs 
“Effective” 
or “Very 
Effective”

Note: The percentage of HRBPs with strong, high-impact skill sets is calculated by summing the number of HRBPs scoring “effective” or “very effective” at the skill.

  The salary premium of highly skilled HRBPs is determined by comparing the salary of the average HRBP with HRBPs who score high on the set of competencies 
that regression analysis reveals most drives strategic effectiveness.

  The skill set of actively available talent is calculated by comparing the mean skill effectiveness of highly skilled HRBPs and HRBPs who indicated they are actively 
searching for another position. 

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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External HRBP Talent Pools

� To identify HRBP talent pools outside of HR, the CLC evaluated competency models from numerous 
functions and interviewed more than 100 Chief Human Resource Offi cers to identify three potential pools 
of HRBP candidates outside of HR.

� Candidates with backgrounds in fi nance, sales, or those with a M.B.A. are more likely to be effective at the 
strategic HRBP role.

� These fi ndings reveal that while sourcing HRBP talent externally can be a diffi cult strategy, knowledge of 
these existing talent pools can give the HR function an advantage in fi nding people that can fi ll HRBP roles 
effectively.
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“Best Fit” Talent Sources Outside HR
Three potential sources of talent outside HR are Finance, Sales, and M.B.A.s

The Council evaluated competency 
models from numerous areas…

Source: Corporate Leadership Council, Competencies and Development Opportunities for the Finance Function, 
Washington, D.C. : Corporate Executive Board (2005); Sales Executive Board, Building Sales Reps’ 
Business Competencies, Washington, D.C. : Corporate Executive Board (2005); Graduate Management 
Admission Council, Global MBA Graduate Survey, McLean, Va. (2006); Corporate Leadership Council, 
HR–Line Support Effectiveness Survey; Corporate Leadership Council research.

…interviewed more than 100 CHROs to determine 
potential talent pools outside HR to source HRBPs…

Finance

University College

UC

M.B.A.s

Sales

Attracting Effective HRBPs

Potential Talent Pools Outside HR

Finance Competencies

R&D Competencies

IT Competencies

Sales Competencies
••• ••

•

••• ••
•

2

1

…and evaluated their fi t with the 
Strategic HRBP Competency Model

3

Metrics Use and Metrics Use and 
DevelopmentDevelopment

InnovationInnovation

LeadershipLeadership

Business Acumen

BU-Specifi c Workforce BU-Specifi c Workforce 
Management KnowledgeManagement Knowledge
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Sources of Talent Outside the HR Function

� To attract HRBP candidates from these external talent pools, CHROs must revaluate the current 
Employment Value Proposition (EVP) of the HRBP role, as individuals from these functions and 
backgrounds have signifi cantly higher expectations regarding salary and career progression than typical 
HRBP employees.

� CHROs will need to be prepared to offer signifi cantly higher salaries than they currently provide Senior 
HR Generalists to capture this talent and will need to rethink current advancement opportunities to ensure 
compelling future career growth.
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Attracting Effective HRBPs

Diffi cult to Attract Talent Outside HR with Current Offering
To attract employees from Finance and Sales, or with M.B.A.’s, organizations must 

rethink the level of compensation and career opportunities they provide HRBPs

Average Employee in Sales, Finance, or with an M.B.A. 

Difference in Employee Value Proposition Attraction Attributes

Compensation

Future Career Opportunities

Work–Life Balance

Respect

Attribute More Favored 
by Sales, Finance, and 

M.B.A. Employees

Attribute More Favored 
by Current HRBP 

Employees

Note: Bars represent relative differences in top drivers of attraction for each segment.

 For more information on the Employee Value Proposition, please see Corporate Leadership Council, Attracting 
and Retaining Critical Talent Segments and The Corporate Leadership Council Employment Value Proposition 
Design Center at www.clc.executiveboard.com.

How They Match Up

Starting Salaries (2006)

Senior HR Generalist $73,500

M.B.A. $92,360

Financial Analyst $96,113

Sales Director $127,264

Future Career Opportunities

Percentage of respondents who think they 
can advance by staying in their current job

Human Resources 31%

Finance 35%

Sales 48%

Source: Wall Street Journal’s Career Journal, The 2006 Global MBA Report, Mercer 
Consulting; Corporate Leadership Council, HR–Line Support Effectiveness Survey; 
Corporate Leadership Council research.

0% 20%20%

13%

9%

4%

8%
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The Most Effective Development Strategies

� An examination of the host of development activities that explain variation in effectiveness at the strategic 
HRBP role reveals that on-the-job development has far more impact than job rotations alone, standard 
training, or relationship-building activities such as coaching or networking.

� This suggests that development needs to occur within the context of HRBPs’ day-to-day work, and that 
formal classroom training and coaching should act as a supplement. 

� It also suggests that organizations do not need to invest heavily in line rotations to enhance strategic impact.
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Most Important Development Experiences Are On-the-Job
On-the-job development is more than twice as important as the next largest category

Contribution of Development Experiences to Strategic Role Effectiveness

On-the-Job 
Development1

Coaching and 
Mentoring4

Percentage of 
Variation in 

Strategic Role 
Effectiveness 
Explained by 
Development 
Experiences

Implications
• HRBP development needs to occur 

within the day-to-day of their job.
• Supplement experiential training 

with appropriate formal classroom 
and coaching sessions.

Development Strategies

Building Effective HRBPs

1 On-the-Job development refers to experiences gained during the course of one’s normal work schedule.

2 Training refers to classroom training and Web trainings.

3 Rotation experiences refer to experiences that are part of a temporary, formal rotation into a line role.

4 Coaching and mentoring outside of direct manager.

Training2 Rotation 
Experiences3

Note: The percentage of variation explained is a measure solely of the variation associated with different development experiences.

Rotations frequently underperform 
because they are often too short, 
and typically fail to put participants 
in situations requiring business 
decision making.

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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CLC Examined More Than 100 Unique 
Development Strategies That HRBPs Can Experience

Partial List of Development Strategies Tested

Coaching and Mentoring

• Presence of coach
• Presence of mentor
• Informal mentor/coach (e.g., a colleague)
• Formal mentor/coach (an employee 

assigned by the organization)
• Effectiveness of coach

• Effectiveness of mentor
• Length of relationship with coach
• Length of relationship with mentor
• Number of coaches
• Number of mentors

Training

• Classroom training, taught by your 
organization’s employees

• Classroom training, taught by a third 
party

• Web-based training, developed by your 
organization

• Web-based training, provided by a third 
party

• Training focused in different areas

• Length of training
• Effectiveness of classroom training 
• Effectiveness of Web-based training
• Frequency of training
• Business training
• HR training
• Job-specifi c skills training

On-the-Job Development

• Modify work to adapt to changing 
circumstances

• Persuade senior managers to take diffi cult 
actions

• Engage in business forecasting or planning
• Work with vendors or consultants to 

deliver services
• Make decisions that could dissatisfy 

customers
• Customize HR solutions
• Make the business case for specifi c HR 

programs or initiatives

• Work on change management initiatives
• Gain exposure to global operations
• Work on cross-functional teams
• Work on mergers and acquisitions
• Presence of a development plan
• Effectiveness of development plan
• Work with line managers to understand 

business needs
• Customize and delivery HR strategies
• Work on merger or acquisition

Rotations

• Number of rotation experiences
• Length of rotation
• Location of rotation
• Similarity of rotation to current work
• Gained insight into organization’s strategy
• Learned how different parts of the 

organization worked together
• Learned why line managers do not follow 

HR policies

• Learned why line managers often under-
perform at people management activities

• Learned about the pressures and 
constraints faced by line managers

• Exposed to organizational politics
• Worked with line managers who had little 

respect for HR
• Had to make risky decisions

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Key Development Method for Each Critical Competency
While key strategies vary by competency, in-role stretch 

experiences have the largest impact on HRBP strategic role development

Most Effective Development Method for Each Competency

Competency Development Method Impact on Competency 
Effectiveness

Business Acumen Work with a line manager to identify and implement a new line 
program that solves a business problem 14%

Innovation Identify a major problem within a business that requires critical 
trade-offs between objectives, then develop and propose a solution 24%

Leadership Lead the development and implementation of a new HR initiative 
that solves a critical business problem 19%

Metrics Use and Development Work with an expert who can teach how to apply metrics and 
measurement to solve business problems 12%

BU-Specifi c Workforce Management Knowledge Work on a merger, acquisition, or other major initiative to 
understand how these changes will affect the future workforce 5%

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Industry: Energy
Revenue (FY2006): US$318.8 Billion
Employees: 120,000

Number of HR Business Partners: 600
Headquarters: The Hague, Netherlands

Source: Royal Dutch Shell plc; Corporate Leadership Council research.

HRBP Job-Integrated Development Experiences

Goal: To provide HRBPs with the on-the-job development experiences they need to manage the increasingly complex responsibilities of the HR business partner role.

Results
• Forty-fi ve percent increase in rollout and 

participation in development framework.

• HRBPs report improved individual 
performance at delivering strategic impact.

Key Teachings
• Identify key on-the-job development 

experiences that enable HRBP career 
progression using data from successful 
HRBPs.

• Match development experiences to stages 
of the HRBP career to prepare HRBPs for 
increasing strategic responsibilities.

• Engage the line manager in collaborating 
with the HRBP to identify business 
opportunities where the HRBP can attain 
needed development experiences.

Description

Traditional HR jobs in many organizations 
fail to prepare HRBPs with the strategic 
capabilities they need to drive HR solutions. 
Shell’s HRBP development framework 
prepares HRBPs for increasingly complex roles 
through collaboration between line managers 
and HRBPs to identify opportunities in the 
business to obtain needed experiences that 
match development needs. The line managers 
and HRBPs incorporate these experiences 
into the HRBPs’ development plans and job 
responsibilities.
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Development Challenge #1:
Identifying the Specifi c 

Development Needs of HRBPs

Shell Step #1: 
Defi ne the Successful HRBP 
Competency Profi le

Key Insight: Use current competency 
model to identify ideal HRBP skill 
levels.

Global Competence Framework

HR Competency Senior HRBP 
Profi ciency 

• Business Partnering Mastery
• Change Management Mastery
• HR Strategy and Business Understanding Mastery
• Talent and Skill Pool Management Mastery
• Performance Management Mastery
• Organization Design Skill
• Facilitation and Intervention Skill
• Diversity and Inclusiveness Skill
• Collective Bargaining and Consultation Skill
• Portfolio Management Skill
• HR Information Skill
• Behavioral Sciences Knowledge
• Systems Thinking Knowledge
• Pay and Delivery Knowledge

Leadership Competency
• Maximizes Business Opportunities Mastery

Shell Step #1: 
Defi ne the Successful HRBP
Competency Profi le

Practice in Summary

Integrating Development Experiences into the “Day Job”
Shell maps development experiences to needed competencies and builds them into day-to-day work throughout the career

Shell’s Framework for Building Successful HR Business Partners

Source: Royal Dutch Shell plc; Corporate Leadership Council research.

Development Challenge #3: 
Delivering Key Development 

Experiences to HRBPs

Development Challenge #2: 
Building Development into HRBP Career Progression

Shell Step #2:
Identify On-the-Job Development 
Experiences of Successful HRBPs

Key Insight: Surface key 
development experiences from high-
performing HRBPs.

Shell Step #3: 
Map Experiences to HRBP 
Career Progression

Key Insight: Match development 
experiences to stages in the HRBP 
career.

Shell Step #3:
Map Experiences to HRBP
Career Progression

Shell Step #2:
Identify On-the-Job Development 
Experiences of Successful HRBPs

Questions for Successful HRBP Leaders
 1. What development experiences enabled you 

to build mastery in critical HRBP competencies?

 2. What were the circumstances in which you 
had those experiences?

 3. What were the learnings from those 
experiences?

 4. What are the two to three main points in your 
career where a step-change in impact/seniority 
occurred for you?

 5. What was the nature of this step-change?

 6. What developmental experiences enabled 
you to overcome the challenges of those 
step- changes?

Shell Step #4: 
Partner with Line Managers to
Hard Wire Critical Experiences 
into HRBP Job

Key Insight: Use development plans 
to incorporate key development 
experiences into the HRBP job.

Shell Step #4: 
Partner with Line Managers to
Hard Wire Critical Experiences
into HRBP Job

Current Job Title HR Manager

HRBP Competencies Critical 
to My Current Position

Profi ciency 
Level Required

Current 
Profi ciency Level Gap?

Business Partnering Mastery Skill Yes
HR Strategy and Business Understanding Skill Skill No
Change Management Skill Skill No

HRBP Experiences Critical to My 
Current Position Gained? How?

Provide HR input to major organizational change No __ Yes

Member of senior management team Yes Management team of 
business at previous 
organization

No

Manage a signifi cant project across organizational 
boundaries

No __ Yes

Needed Job Experiences How will they be attained? When?

Provide HR input to major organizational change Part-time on Gamma Organization 
acquisition team

March

Manage a signifi cant project across organizational 
boundaries

Lead on design and implementation team for 
“Go Green” project

June

Progress to Completion of Needed Experiences Date

Continuing work on Gamma Acquisition team May 15

Strategic Contribution HR Deliver Business Knowledge Personal Credibility

HR professionals involved in the business at a 
strategic level. These activities include managing 
culture; facilitation of change; strategic decision 
making.

Delivery of operational HR activities to business 
in several major categories: Talent Management; 
Learning and Development; Performance 
Management; Managing Employee Relations.

HR professionals must understand the business 
and key industry of the organization they 
serve. Key areas of knowledge include applied 
understanding of the business’ value proposition. 

HR professionals must be credible to both 
their HR colleagues and business line managers. 
They need to have effective relationships with 
both internal and external stakeholders by 
the establishment of a reliable track record of 
delivery of results.

Member 
of business 

leadership team

HR lead for 
M&A/major 

reorganization

Total 
Accountability 

for global 
business

Leadership 
Responsibilities 

Outside HR

Manage 
Managers

Lead in 
professional 

network/
governing body

Member of 
HR Leadership 

Team

Lead HR 
Specialist area

Work in 
Central HR

HR 
Responsibility 

for global 
process/
business

Responsibilities 
for fi nancial 

management of 
organizational 

unit

External 
stakeholder 
management

Attend 
ELP-AD 

followed by 
ELP-LE

Member 
of senior 

management 
team

HR 
responsibility 
for regional 

business

Negotiate 
collective 

agreements 
with staff 

council/unions

Lead major 
organizational 
change within 

HR

Responsible 
for design and 

implementation 
of 

organizational 
structure

Represent Shell 
Externally

Attend 
GBLP-AD 

followed by 
GBLP-LE

HR 
responsibility 
for business 

with strategic 
change

Member of 
global specialist 

internal 
network

Member of HR 
leadership team

Work in 
Central HR

HR 
responsibility 

for setting 
up new 

organizations

Responsibility 
for fi nancial 

management of 
organizational 

unit

Key member 
of professional 
network/body

Manage 
virtual team

Provide HR 
input to major 
organizational 

change

Develop and 
implement HR 

policies and 
processes

Talent 
management 
experience

Cross-
functional 
experience

Cross-business 
HR Experience Manage People International 

Experience

Attend MLLP-
AD followed by 

MLLP-LE

Member 
of local 

management 
team

HR 
responsibility 
for multiple 
countries/

region

Generalist HR 
management 
responsibility 

for large 
business unit

Experience of 
job/work 
process 
redesign

Managing a 
signifi cant 

project across 
organizational 

boundaries

Experience 
of fi nancial 

management

Experience of 
external HR 

practices

Represent Shell 
Externally

Contribute to 
Implementation 
of new/revised 
HR policies and 

processes

Exposure to 
trade unions, 

staff/labor 
councils or 
industrial 
relations

Generalist HR 
management 
responsibility

Member 
of cross 

functional/
business project 

team

Experience 
of process 

simplifi cation/
rationalization

Acquire a 
mentor

Membership of 
a diverse team

Exposure 
to core HR 
activities

Recruitment 
experience

Gain expertise 
in one HR 
specialism

Experience in 
an operational 
environment

Exposure 
to business 
undergoing 

change

International 
experience

Exposure to 
external HR 

practices

Exposure 
to core HR 
activities

Support/
participate in an 

HR project

Gain expertise 
in one HR 
specialism

Experience in 
an operational 
environment

Be an active 
member of a 

network

Complete a 
professional 
degree or 

certifi cation

Senior 
HRBP 

Strategic 
Partnering

Basic HRBP 
Profi ciency

High Priority

Medium Priority

HR Director

Sample 
of Shell’s 
HRBP Job 

Titles

VP, HR

HR Manager

HR Consultant

HR Associate
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Building and Buying Key 
HRBP Competencies

Designing the HR–Line 
Strategic Partnership

Scaling HR Business 
Partner Impact

• Build HRBP competencies in business acumen, 
innovation, leadership, metrics and workforce 
management to drive impact.

• Restructure the HR Employment Value Proposition 
to address compensation and career opportunity 
mismatches to attract top talent from outside HR.

• Design on-the-job experiences to capitalize on key 
learning opportunities already within the work of the 
HRBP.

• How should the HRBP job be designed?

• How can organizations leverage the abilities of 
the best HRBPs across the entire team?

• How should HRBPs interact with the line?

• How should HRBPs be deployed across the 
organizations?

• How can organizations leverage resources from 
the center in support of HRBPs? 

Profi led Case

HRBP Job-Integrated 
Development Experiences

Profi led Case

HR Business Partner
Solution-Delivery Toolkits

Profi led Case

Strategy-Enabled HRBP–Line Partnerships

Profi led Case

Business-Aligned HR Service Delivery

Building Next-Generation HR–Line Partnerships
Optimizing HR business partner role and capability investments

Source: Corporate Leadership Council research.
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Road Map for the Discussion

Scaling HR Business 
Partner Impact

Designing the HR-Line 
Strategic Partnership

Building and Buying 
Key HR Competencies

Driving HR Effectiveness Through 
the Strategic HR Business Partner
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Managing the Tension in the HRBP Job

� The HRBP job is actually four roles in one, and there are inherent tensions involved in allocating and 
managing the time and effort to perform effectively across each one. 

� As a Strategic Partner, for instance, the HRBP needs to not only craft and implement solutions from an 
enterprise viewpoint, but also measure and monitor the needs of individual employees. They must also 
diagnose and address chronic long-term challenges while managing the day-to-day issues that may arise.
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The HRBP Job Is Actually Four Jobs
HRBPs must balance tensions between the different roles they play

Differences Between HRBPs’ Four Roles

Craft and ImplementMeasure and Monitor

Acute 
Challenges

Policy 
Management

People 
Management

Immediate FixesSustained 
Solutions

Execute Existing Plan

Indiv
idua

l Employee

Chronic 
Challenges

Strategic Partner
Crafts and implements 
enterprise-wide strategies 
to chronic challenges SP

Emergency Responder
Provides immediate fi xes 
to acute emergencies ER

Designing the HRBP Role

Operations Manager
Measures and monitors 
existing policies and 
procedures OM

Employee Mediator 
Creates sustained solutions 
to individual employee 
challenges

EM

Enterp
rise-

Wide

React to Variations

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Quality of Role Performance, 
Not Quantity of Time Spent, Matters Most

� HR often assumes time spent on the strategic role is the factor that determines HRBP effectiveness 
in the strategic role.

� Council research shows that there is no clear linear relationship between additional time spent on the 
strategic role and strategic effectiveness levels, and that high effectiveness levels are possible with relatively 
low time investments.

� Therefore, CHROs should focus on helping HRBPs achieve greater effectiveness in the strategic role given the 
time they are able to allot to it, rather than merely focusing on increasing available bandwidth.
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Reality: Effectiveness at the Strategic Role, 
Not Time Spent, Drives Impact

Strategic effectiveness is independent of the number of hours spent on the strategic role

Myth: Not Enough Time for Strategic Work

0.0

25.0

50.0

0.0

25.0

50.0

5.0

7.3

22.8

7.9

Average HRBP Time Allocation per Week

(Average Hours Worked per Week = 43)

Strategic Role Effectiveness Versus Time Spent on the Strategic Role

Random Sample of HRBP Respondents

Hours/Week Spent on Strategic Role

Percentage of 
HRBP

Effectiveness 
at 

Strategic 
Role

0

50

100

0 10 20

Implication
Rather than trying to fi nd more “time” for HRBPs to do strategic 
work, CHROs must improve the effectiveness of HRBPs at 
strategic activities.

Strategic Partner

Operations Manager

Employee Mediator

Emergency Responder

Hours

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Learning About Line Customer Needs

� Among the behaviors that enable strategic line interactions, development of data-driven business insights 
that target emerging talent and business issues, and tailoring solutions to line customer needs have the 
greatest impact.

� HRBPs need to increase their ability to use metrics and proactively partner with the line on a regular basis 
to understand line needs and develop appropriate solutions.

� HRBPs can improve their effectiveness in interacting with the line by obtaining a fi rm understanding of 
line’s business objectives.

� HRBPs should actively study line operations—gaining deep understanding of business operations ensures 
HRBPs have a context-driven understanding of the business and familiarity with line needs. 

� HRBPs are unable to gain a comprehensive understanding of line priorities through passive activities such as 
benchmarking, observing line employees’ work, or studying literature. In fact, these activities, in isolation, 
may even have a negative impact on strategic role effectiveness.
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Designing the HRBP–Line Relationship—Insight

Gaining deep understanding 
of business operations ensures 
that HRBPs have the context to 
identify and understand line needs.
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Benchmarking does not 
provide suffi cient context to 
fully understand line issues…
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Note: Each bar represents a statistical estimate of the maximum total impact on strategic role effectiveness that each driver will 
produce. The maximum total impact is calculated by comparing two statistical estimates: the predicted impact when an 
HRBP scores “high” on a driver and the predicted impact when an HRBP scores “low” on a driver. The effects of all drivers 
are modeled using a variety of multivariate regressions with appropriate control variables.
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…nor do other methods that 
fail to take into account the 
organization’s specifi c situation.

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

* Dark gray bars indicate HRBP–line partnership hallmarks.

HRBPs Should Offer Tailored, Data-Driven Solutions
Data-driven solutions tailored to specifi c line needs increase HRBP strategic effectiveness when working with the line 

Impact of Insight Development Behaviors on Strategic Role Effectiveness*
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Using data-driven business insights to identify 
solutions tailored to line customer needs has 
the strongest impact on HR’s strategic impact. 

What Is 
“HR-Business Insight”? 

Effective HR-business insight aligns HR 
strategies with business priorities. In fact, 
more than 80% of the effectiveness of HR-
business insight relies on the use of business 
data and business strategy. Human capital 
data, in contrast, accounts for only 6% of 
the effectiveness of the insight. 
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Accurately Diagnosing Line Needs Is Critical to Solution Delivery

� After accurately diagnosing a problem, HRBPs should then develop and defend a strong point of view 
regarding the solution and set clear expectations around its delivery. 
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Designing the HRBP–Line Partnership—Infl uence

Articulate and Defend a Strong Point of View
HRBPs must actively infl uence line actions and strategy to fully achieve strategic insight 

Impact of Infl uence Behaviors on Strategic Role Effectiveness*

Maximum Impact 
on Strategic Role 

Effectiveness

Note: Each bar represents a statistical estimate of the maximum total impact on strategic role effectiveness that each behavior 
will produce. The maximum total impact is calculated by comparing two statistical estimates: the predicted impact when an 
HRBP scores “high” on a behavior and the predicted impact when an HRBP scores “low” on a behavior. The effects of all 
behaviors are modeled using a variety of multivariate regressions with appropriate control variables.

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Communication focused on the 
message’s relevance drives HR–line 
support effectiveness by up to 14%…

With the problem understood, HR must 
then develop and defend a strong point 
of view regarding the answer.

* Dark gray bars indicate HRBP–line partnership hallmarks.

…but HRBPs most frequently 
overemphasize the message’s purpose, 
which has a negative impact.

No Optimal 
Communication Channel

In addition to communication 
strategy, the Council also tested 
the effectiveness of different 
communication channels: 

• Face-to-face meetings

• Telephone

• Voicemail 

• E-mail 

• HR Web site

• Newsletter

No one channel is particularly 
more effective than another. 
HRBPs should always select 
the most expedient and effi cient 
means of communication.
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Impact of HRBP Performance Evaluation Criteria 
on Strategic Role Effectiveness

� The content of the HRBPs performance appraisal, rather than the owner of the HRBPs review (i.e. HR, the 
line, or both), impacts strategic role effectiveness.

� The best formal HRBP performance appraisals defi ne formal performance objectives with specifi c ties to the 
outcomes critical to line customers, such as line human capital measures or the fi nancial performance of the 
line, to promote strategic impact.

� Conversely, performance goals that are distant or outside the scope of the HRBPs core role, such as goals 
aligned with the organization’s fi nancial performance, may decrease HRBP effectiveness.

� Contrary to many organizations’ current practices, organizations should use care when including qualitative 
line feedback in HRBP performance reviews. Line feedback may cause HRBPs to focus on non-strategic line 
perceptions, such as interpersonal skills or the “wrong” projects, rather than outcomes that drive strategic 
role effectiveness. Qualitative feedback certainly provides valuable perspective, but it should receive less 
weight within the review.
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Tie HRBP Accountability to Business Results
Goals tied to specifi c talent objectives and business results drive strategic role effectiveness

Impact of Accountability Criteria on HRBP Strategic Role Effectiveness*

Maximum 
Impact 

on HRBP 
Strategic 

Role 
Effectiveness 

The formal owner of the appraisal has 
no impact on strategic effectiveness.
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Predefi ned objectives with specifi c 
ties to HRBPs’ direct line customers 
are critical for strategic impact.

Goals too distant from 
the scope of the role 
decrease effectiveness.

Emphasis on qualitative 
line feedback can cause 
HRBPs to manage line 
perceptions rather than 
the outcomes that drive 
strategic effectiveness.

Note: Each bar represents a statistical estimate of the maximum total impact on strategic role effectiveness that each driver will produce. 
The maximum total impact is calculated by comparing two statistical estimates: the predicted impact when an HRBP scores “high” 
on a driver and the predicted impact when an HRBP scores “low” on a driver. The effects of all drivers are modeled using a variety 
of multivariate regressions with appropriate control variables. 

Designing the HRBP–Line Relationship—Accountability

<1% <1% <1%

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

* Dark gray bars indicate HRBP–line partnership hallmarks.
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Achieving Effective HRBP–Line Partnerships

� Highly-effective HRBPs engage in three general behaviors that drive strategic effectiveness: generating HR-
business insight, infl uencing the line with this insight, and holding themselves accountable for outcomes.

� “Insight” relies on the use of data-driven business information and a deep understanding of business 
operations to develop tailored solutions. 

� “Infl uencing” the line starts with clear setting of service expectations, articulation of a strong point of view, 
maintaining an enterprise viewpoint, and communicating relevant information. 

� “Accountability” for outcomes entails the completion of pre-defi ned objectives and effective management of 
human capital outcomes to deliver business impact.
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The 10 Hallmarks of a Great HRBP–Line Partnership
The best HRBPs drive business performance through a combination 

of insight creation, infl uence and accountability for results

Insight AccountabilityInfl uence

Understand the Operation 
of the Business 

(Impact on Strategic Role Effectiveness = 11%)

Use Data-Driven 
Business Information 

(Impact on Strategic Role Effectiveness = 24%)

Tailor Solutions 
to Business Needs

(Impact on Strategic Role Effectiveness = 17%)

Maintain an 
Enterprise Viewpoint

(Impact on Strategic Role Effectiveness = 12%)

Articulate a Strong 
Point of View 

(Impact on Strategic Role Effectiveness = 13%)

Communicate 
Business-Relevant Information 

(Impact on Strategic Role Effectiveness = 14%)

Set Service
Expectations 

(Impact on Strategic Role Effectiveness = 17%)

Be Measured on Completion 
of Predefi ned Objectives

(Impact on Strategic Role Effectiveness = 16%)

Be Measured on Business Unit
Human Capital Outcomes

(Impact on Strategic Role Effectiveness = 11%)

Be Measured on Business Unit 
Financial Performance

(Impact on Strategic Role Effectiveness = 9%)

I

II

III

IV

V

VI

VII

VIII

IX

X

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Industry: Computer Hardware
Revenue (FY2006): US$9.2 Billion
Employees: ~45,000

Number of HR Business Partners: 45
Headquarters: Scotts Valley, California

HR Business Partner Solution-Delivery Toolkits

Goal: To enable high-impact interactions between business partners and the line by addressing variability in HRBP skills and lack of HRBP visibility of organizational 
best practices.

Addresses 6 of the 10 HRBP–Line Partnership Hallmarks

Insight AccountabilityInfl uence

Maintain an Enterprise Viewpoint

Source: Seagate Technology LLC; Corporate Leadership Council research.

Results
• Fewer HRBPs viewed as needing 

improvement in delivering strategic-
oriented solutions: 26% reduction 
in the size of the original HRBP population 
viewed as “ineffective” in this area

• Increased leverage: 8% increase in the 
HRBP population viewed as “effective” in 
delivering strategic oriented solutions

• Increased productivity through the use 
of out-of-the-box solutions

Set Service Expectations Use Data-Driven Business Information 

Key Teachings
• Identify most common, highest-impact line 

talent challenges

• Identify critical barriers to solving key talent 
challenges

• Identify and syndicate best practice solutions 

• Leverage new innovations to improve tools 
over time

Description

This strategy is a process for leveraging the 
best practices and tools of successful HRBPs 
to improve the performance of all business 
partners. Specifi cally, Seagate provides 
HRBPs with toolkits containing best practice 
resources from high-performing HRBPs 
for resolving diffi cult and common client 
challenges. The toolkits enable the broader 
population of HRBPs to more effectively 
diagnose business problems and guide them 
toward step-by-step implementation resources 
to standardize best-in-class solution delivery 
across the organization.

Be Measured on Completion of Predefi ned Objectives

Be Measured on Business Unit Human Capital Outcomes

Be Measured on Business Unit Financial PerformanceArticulate a Strong Point of View 

Communicate Business-Relevant Information 

Understand the Operation of the Business 

Tailor Solutions to Business Needs
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Performance 
Management

Questions to determine
development goals and 
necessary support
Performance Management 
Diagnostic Tool

 30-to-60-Day Action Plan 
 Worksheet

 Template: Essential 
 Components of a Business 
 Case

 Stakeholder Analysis 
 Process Map

 Cost–Benefi t Analysis 
 Worksheet

 Project Schedule Planning 
 Worksheet

 Criteria Success Factors 
and Key Measurements

 Continuous Improvement 
 Process Design

 Performance Contract 
 Worksheet: Metrics and 
 Check-In Schedule
 Manager Reference Guide: 
 Planning for Performance

Management 
Development

Questions to identify current 
skills and gap areas
E-Learning Course: 
“Managing Diffi cult 
Interactions”

 Executive Talent Review 
 Tool to map succession
 management plan
 Job Look-Up Tool and 
 Leveling Charts

 New Manager Training 
 Program
 Leadership Development 
 Program Series for 
 Managers, Directors and 
 Executives

Team 
Development

Questions to assess team 
effectiveness, barriers, and 
goals
Tool: “50 Creative Training 
Openers and Energizers”

 Responsibility Mapping Tool
 
 Goal Planning and Alignment 
 Process Tool

 E-Learning Course: 
 Handling Team Confl ict
 Team Chartering Process 
 Tool

Employee 
Retention

Questions to determine 
employee’s level of aspiration 
and engagement

 Retention Risk Assessment 
 Nine-Box Grid

 Steps for Managing 
 “Exhausted Employees”

Organizational 
Transitions

 Questions for identifying 
 desired results of org change

 Change Risk Analysis Tool  Organizational Design and 
 Structure Worksheet

General HR 
Challenges

 Five key questions fi nd the 
 root-cause to any problem

 HR dashboard with internal 
 metrics

 Communication-Planning 
 Template

Practice in Summary

Scaling Best Practice HRBP Solutions
Seagate creates an integrated HRBP client issue–solution framework to identify HRBP support needs

and builds a road map for best practices toolkit development to improve enterprise-wide HRBP solution delivery

Seagate’s HRBP Diagnostic Framework and Solution Toolkits

Source: Seagate Technology LLC; Corporate Leadership Council research.

HRBP Challenges

Line Talent
Management
Challenges

Diagnosing Issue Collecting and 
Analyzing Data

Initiating the
Project Plan

Building the 
Business Case

Step #4: Leverage 
new innovations to 
improve tools over 
time.

* For more detail on Steps #1 and #2, please see Appendix.

Step #2: Identify critical 
barriers to solving key talent 
challenges.*

Step #1: Identify 
most common, high-
impact line talent 
challenges.*

Step #3: Identify and 
syndicate best practice 
solutions.
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Results 
Increased performance against PBG’s strategic 
goals:

• Five percent increase in frontline 
engagement

• Twenty-two percent reduction in frontline 
turnover

• Twenty percent increase in diversity among 
management and executive ranks

•  $80 million saved in more than three 
years from reductions in workplace injury 
compensation cost

Actions
Clear strategic expectations of the HRBP 
role combined with a business-aligned HR 
planning process and shared HRBP–Line GM 
accountability for HR outcomes enable a more 
effective HR–line relationship.

Key Steps
• Step #1: Set Expectations for Strategic 

Behaviors

• Step #2: Enable the Strategic HRBP-Line 
Relationship

• Step #3: Create Mutual Accountability 
for Talent Outcomes

Company Profi led

Industry: Beverages

Revenue: US$12.7 Billion

Employees: 70,400

Headquarters: Somers, NY

Number of HR Business Partners: 135

Situation
A poor HRBP–Line relationship that fails to 
support business outcomes results from the 
lack of clear strategic expectations for the 
HRBP role, poor alignment of the HR and 
strategic planning process and lack of shared 
HR–Line accountability for people outcomes.

Strategy Enabled HRBP–Line Partnerships
Pepsi Bottling Group

A strategy to enable a more effective relationship between the HRBP and Line Manager by clarifying strategic expectations of the HRBP role, enabling a 
business-focused HR planning process, and creating shared Line Manager–HRBP accountability for talent outcomes.

Addresses Seven of the Ten HRBP–Line Partnership Hallmarks:

Insight AccountabilityInfl uence

Tailor Solutions to Business Needs

Use Data-Driven Business Information 

Understanding the Operations of the Business 

Set Service Expectations 

Communicate Business-Relevant Information 

Articulate a Strong Point of View 

Maintain an Enterprise Viewpoint

Be Measured on Business Unit Financial Performance

Be Measured on Business Unit Human Capital Outcomes

Be Measured on Completion of Pre-Defi ned Objectives

Source: Pepsi Bottling Group; Corporate Leadership Council research.
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Practice in Summary

Increasing the Strategic Impact of the HRBP Role
PBG improves the strategic impact of the HRBP role by enabling 
a more business-focused and productive HRBP–line interaction

Critical PBG Steps to Increase Effectiveness of the HRBP–Line Relationship

Source: Pepsi Bottling Group; Corporate Leadership Council research.

Step #3:
Establish Mutual Accountability 

for Talent Outcomes

Weighting Objectives Expected Results

Business Results 40%
Achieve volume targets

Reduce controllable costs by 5%

+1.5% from 2005

–5.0% from 2005

Growing the Top Line 20%

Creating Cost 
Productivity/
Service Advantage

20%

Safety

People Productivity

Achieve safety indices targets

Execute training plan

50% turnover reduction from 2005

Declining people costs YOY

Leading Our People 20%

Frontline Capability

Employee Engagement

Diversity

Achieve +5.0% open warehouse positions

Increasing YOY employee 2006

Objectives

engagement scores

Increase Latino manager

Name: Title: General Manager

Unit: Great West BU Location: Englewood, CO

Name: Title: HR Business Partner

Unit: Great West BU Location: Englewood, CO

Weighting Objectives Expected Results

Business Results 20%
Achieve volume targets

Reduce controllable costs by 5%

+1.5% from 2005

–5.0% from 2005

Growing the Top Line 0%

Creating Cost 
Productivity/
Service Advantage

40%

Safety

People Productivity

Achieve safety indices targets

Execute training plan

50% turnover reduction from 2005

Declining people costs YOY

Leading Our People 40%

Frontline Capability

Employee Engagement

Diversity

Achieve +5.0% open warehouse positions

Increasing YOY employee 
engagement scores

Increase Latino manager

• Joint line manager–HRBP accountability 
for talent and business outcomes

Step #1:
Set Expectations for 
Strategic Behaviors

• Business-focused HRBP competency 
and behavioral models

• Business-oriented HRBP onboarding 
program

HR—Skill Sets and Expected Behaviors

Competency Area Skill Behaviors

Execution

HR Fundamentals

Benefi ts Plans
Compensation

Legal Compliance
Union Relations

• Demonstrates skills required to perform role
• Basic knowledge of Health Care and Financial plans
• Aligns salaried and hourly compensation plans with the business needs. Applies strategies to local market 

conditions 
• Understands and applies: Employment and Labor laws, policies, practices and compliance
• Facilitates contract administration and grievance and arbitration process

Knows the Business
• Applies fi nancial and business knowledge in identifying opportunities and developing HR solutions
• Prioritizes, sequences and make actionable HR solutions to business opportunities

People

Motivates Others/
Employee Engagement

• Acts as an advocate for PBG’s employees
• Drives organizational effectiveness through teamwork, cooperation and communication
• Understands and mitigates employee issues/trends and their impact on the business/culture
• Champions formal and informal Reward and Recognition strategies

Develop Others
• Identifi es developmental opportunities and build plans for managers and their direct reports
• Builds a climate where coaching and feedback are considered desirable and lead to better performance
• Creates a strong organization by partnering with managers to build the capability of individuals

Infl uence Organizational Impact
• Ability to create business alignment and partnership
• Develops privileged GM relationships and other critical partnerships
• Guides the organization through change while mitigating its effect on the frontline

Idea

Strategic Thinking

• Aligns business needs with HR strategies
• Presents ideas and actions through HR Plans, Employee Insights Action Plans, and People Planning 
• Strategically plans people moves that build future leadership and diverse bench
• Develops a sustainable strategic staffi ng plan for the organization 

Analytical Thinking
• Proactively identifi es opportunities to effi ciently manage the impact of people costs on the business
• Forecasts labor and safety trends and provides solutions to effectively manage productivity

Step #2:
Enable the Strategic 

HRBP–Line Relationship

• HR planning process integrated with 
business plans

• Joint GM and HRBP HR planning session 
focused on achievement of business 
outcomes

Business Unit A 
Annual Operating Plan HR Objectives Expected Results

Business 
Results Integrated into “Leading Our People” Objectives

Growing the 
Top Line Integrated into “Leading Our People” Objectives

Creating 
Cost 

Safety
Labor Relations

Risk Management
People Productivity

Safety
• Implement new safety training course
• Achieve safety targets

Labor Relations
• Collective bargaining preparation and execution

Risk Management
• Minimize legal exposure

People Productivity
• Increase ROI of people investments
• Decrease warehouse turnover
• Fully staffed at the frontline

• 100% participation of 
frontline staff in new safety 
training 

• 40% decrease in turnover 
(60% for Warehouse)

• 10% decrease in 
absenteeism

• 100% staffi ng at frontline

Leading Our 
People

Expand Our Talent Advantage
Connect with the Frontline
Drive Diversity and Inclusion
Engaging Our Staff

Expand Our Talent Advantage
• Upgrade mid-management quality through Succession 

management 
• Train recruiter on PBG employment proposition

Connect with the Frontline
• Implement new frontline onboarding program
• Train frontline manager on people management strategy

Drive Diversity and Inclusion
• Community connection
• Increase diverse executive representation

Engaging Our Staff
• Execute on annual engagement survey
• Roll out new wellness program

• 100% succession planning 
coverage for all executive 
level positions

• 10% increase in employee 
engagement score

• 5% increase in customer 
service index 

• 30% increase of diverse 
hires

• 100% participation of 
new hires in onboarding 
program 
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Building and Buying Key 
HRBP Competencies

Designing the HR–Line 
Strategic Partnership

Scaling HR Business 
Partner Impact

• Build HRBP competencies in business acumen, 
innovation, leadership, metrics and workforce 
management to drive impact.

• Restructure the HR Employment Value Proposition 
to address compensation and career opportunity 
mismatches to attract top talent from outside HR.

• Design on-the-job experiences to capitalize on key 
learning opportunities already within the work of the 
HRBP.

• Focus the HRBP role on generating insights, 
managing through infl uence, and accountability for 
results.

• Target role support resources towards line 
prioritized HR problems that are most diffi cult to 
implement.

• Integrate HRBPs into strategy planning and measure 
them on business-unit level talent and business 
outcomes, not process metrics or organization-wide 
results.

• How should HRBPs be deployed across the 
organizations?

• How can organizations leverage resources from 
the center in support of HRBPs? 

Profi led Case

HRBP Job-Integrated 
Development Experiences

Profi led Case

HR Business Partner
Solution-Delivery Toolkits

Profi led Case

Strategy-Enabled HRBP–Line Partnerships

Profi led Case

Business-Aligned HR Service Delivery

Building Next-Generation HR–Line Partnerships
Optimizing HR business partner role and capability investments

Source: Corporate Leadership Council research.
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Road Map for the Discussion

Scaling HR Business 
Partner Impact

Designing the HR-Line 
Strategic Partnership

Building and Buying 
Key HR Competencies

Driving HR Effectiveness Through 
the Strategic HR Business Partner
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* Pseudonym.

Improving the Strategic Performance of All HRBPs

� In addition to engaging in activities that improve the performance of individual HRBPs, CHROs should 
examine strategies that have the potential to improve the strategic effectiveness of all of their HRBPs. 

� The data below is from Alpha Company*, one of the organizations that participated in the survey. Without 
changing the person within the role or how they interact with the line, improved deployment and resource 
allocation can improve the performance of all of their HRBPs by as much as 13%.
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0%

50%

100%

0%

50%

100%

Most Organizations Ineffi ciently Leverage Their HRBPs
HR should pursue strategies for raising the performance of all HRBPs

Distribution of Business Partners at Alpha Company1

Current State Versus Effi cient State

1 Pseudonym.

2 The height of the bar represents the percentage of the total benefi t achieved from strategic role effectiveness, e.g., because an 
HRBP is highly successful at the strategic partner role and has already achieved 78% of the total benefi t from it.

Scaling HR Business Partner Impact

Percentage of Benefi t 
from HRBP Strategic 

Effectiveness Achieved2

A B C D E F G

78%

55%

49%

38%
33%

19% 18%

By redeploying and changing the support 
structure for HRBPs, the average 
organization can increase the strategic 
effectiveness of all their HRBPs by 13%.

Individual HRBPs at Alpha Company

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Implications
Deploy and support 
HRBPs more effi ciently 
to increase the 
performance of all 
HRBPs.
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Getting Maximum Impact from HRBP Resources

� Challenge #1: Organizations must decide which and how many line managers their HRBPs will support.

� Challenge #2: Heads of HR must improve the effectiveness of their central HR teams in supporting HRBPs 
in delivering the talent outcomes required by the business.
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Two Organization -Level Challenges in Maximizing HRBP Impact
To lift the performance of all HRBPs, organizations must deploy 

them effectively and support them with resources from the center

Percentage of HRBPs by Number of Managers Supported* Percentage of HRBPs Reporting Effective Support from the Center

I. Optimizing HRBP Deployment II. Optimizing HRBP Support from the Center

20%

15%

12%
10%

14%

10%

19%

37%

52%

11%

Effective

Neutral

Ineffective

1–3 
Managers

Scaling HR Business Partner Impact

4–5 
Managers

6–7 
Managers8–9 

Managers

10–13 
Managers

14–19 
Managers

20 or More 
Managers

* Line clients who are director-level and above. Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.
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Determining HRBP Span

� When designing the HRBP role, what metric should HR use to determine the HRBP’s span?  

� The most frequently used metric for an HR employee’s span is total number of employees across the units/
functions covered, which works well for optimizing effi ciency for operational or employee relations roles. 

� This metric does not predict success within the strategic role however, as shown by the graph below.  Some 
HRBP’s who are highly successful span 300 employees, while others who are very ineffective may span less 
than 100.  

� A more predictive measure is the number of senior-level managers the HRBP spans, as shown on the 
following page.



CLC18W5FWB 99© 2007 Corporate Executive Board. All Rights Reserved.

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●
●

●

●

●●

●

●

●
●

●

●
●

●
●

●●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●●

●

●● ●

●

●

●

●

●

●

●

●

●
●

●●
●

●

●

●

●

●

●

●
●

●

●

●

●

●
●

●

● ●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●●
●

●

●

●

●

●

●
●

●

●

●

●

● ●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●
●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●●
●

● ●

●

●

●

●

●

●

●

●
●

●

● ●

●

●

●

●
●

●

● ●

●
●

● ●

●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●

●

●

●
●

●
●

●

●

●●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●●

●●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●●

●

●

●

●

●
●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●
●

●

●
●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●●

●

●

●

●

●
●

●●
●

●

●

●

●

● ●

●

●

●
●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●●
●

●
●

●
●

●

●

●

●

●

●
●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●
●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●
●

●

●●
●●

●

●●

●
●

●

●

● ●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●●

●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●

●

●

●●

●
●

●
●

●
●

●

●

●●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●
●

●

●

●

●

●

● ●

●
●

●

●

●●

● ●

●

●

●

●

●

●

●

●

● ●
●

●

●

● ●

●

●

●
●

●

●

●

●

●

●

●

●●●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●●

●
●

●

●

●

●

●

●

●●●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●
●
●●

●

●

●

●

●

●

●

●●

●

●

●

●

●

●

●●

●

●

●

●●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●
●

●

●
●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●
●

●

●

●

●

●

●

●

●

●

●●

●

●

●

●

●

●

●

●

●

● ●

●

●

●

●

●

●

●

●

●

●

●
● ●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

●

● ●

●
●

●

●

0

50

100

Using the Wrong Metric?
HRBP allocation by number of FTEs does not enable strategic effectiveness

HRBP Strategic Role Effectiveness by Employee Span

Optimizing HRBP Deployment

Employee Span

HRBP 
Strategic 

Role 
Effectiveness

0 200 400

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

No clear relationship 
exists between number 
of employees an 
HRBP spans and their 
strategic effectiveness.
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Determining the Optimal Span of HRBP–Line Relationships

� Spanning HRBPs over too few line managers limits the experiences and line perspective critical to achieving 
strategic effectiveness, while responsibility for too many client groups can overwhelm the HRBP and greatly 
damage strategic effectiveness.

� To capitalize on the importance of optimizing HRBP spans, CHROs should rationalize the number of 
HRBP-line relationships to ensure that HRBPs thoroughly learn their clients’ business and workfl ows.
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Allocate HRBPs According to Number of Managers
Strategic impact can rapidly diminish if HRBPs manage too many senior-level clients

Impact of Number of Line Manager Relationships (VP-Level and Above) on Strategic Role Effectiveness

No Magic Number
CHROs must optimize the number of client relationships to ensure HRBP 
strategic role effectiveness. While the exact range will vary from organization
to organization, for the average HRBP this is between 5 and 11 line managers.

Note: The line represents a statistical estimate of the maximum total impact on strategic role effectiveness that each driver will produce. 
The maximum total impact is calculated by comparing two statistical estimates: the predicted impact when an HRBP scores “high” 
on a driver and the predicted impact when an HRBP scores “low” on a driver. The effects of all drivers are modeled using a variety 
of multivariate regressions with appropriate control variables. 

Optimizing HRBP Deployment

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Number of Line Managers Supported by HRBP

Impact 
on HRBP 
Strategic 

Role 
Effectiveness

0%

(30%)

30% Spanning HRBPs over too few line 
managers limits the experiences 
and line perspective critical to 
strategic effectiveness…

…and spanning HRBPs over 
too many line managers will 
rapidly erode HRBP strategic 
effectiveness. 

3 5 7 9 11 13 15 171 > 2019
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Finding Optimal HRBP Span

� CHROs must also align HRBPs against line customers with similar day-to-day needs—deploying HRBPs 
against line customers with substantially different needs undermines the cohesive line understanding 
required to deliver strategic impact.

� Spanning HRBPs across clients with similar needs provides fl exibility to either increase HRBPs’ strategic 
impact or enable greater client span.

� To help CHROs determine whether a HRBP’s line clients have signifi cantly different needs, the Council 
has created four rules for identifying high variation in client needs, based on analysis of how function and 
industry impact the needs of line managers. This analysis utilized both the perspective of HRBPs as well as 
the prioritization of different HR needs provided by line managers.

� HR should stretch HRBPs across fewer clients when their clients manage highly diverse workforces (multiple 
job types, skill sets, employee backgrounds, etc.), are involved in product creation, or are experiencing a high 
degree of business change due to either internal strategy changes or broader industry conditions. Functional 
disciplines that are undergoing a high degree of change also need a greater degree of support, such as IT or 
supply chain management. 
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Leverage Similarity of Line Needs to Increase HRBP Span
Maximize similarity of client needs when spanning HRBPs across 

multiple line managers to either increase impact or increase HRBP span

Four Rules for Identifying Where Client Needs Will Be Dissimilar

Note: The line represents a statistical estimate of the maximum total impact on strategic role effectiveness that each driver will produce. 
The maximum total impact is calculated by comparing two statistical estimates: the predicted impact when an HRBP scores “high” 
on a driver and the predicted impact when an HRBP scores “low” on a driver. The effects of all drivers are modeled using a variety 
of multivariate regressions with appropriate control variables. 

Optimizing HRBP Deployment

Impact of Spanning HRBPs Across Clients with Similar Needs

Number of Clients Supported by HRBP

Impact on 
Strategic 

Role 
Effectiveness

0%

(30%)

30%

…or enable greater 
HRBP spans, up to 
16 clients.

With Dissimilar Needs

With Similar Needs

1 5 7 9 11 13 15 173 > 2019

Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

1 Workforce Variation Within Unit—Variation in 
manager needs will increase according to variation in 
the types of staff employed within a unit or function. 

Involvement in Product Creation—Managers in units 
or functions involved in product creation will have greater 
variation in needs than managers in functions or product/
service-delivery units. 

Degree of Business Change—Variation in needs will 
increase for product/service-delivery staff during times of 
signifi cant business change, whether as a result of changes 
in organization strategy or larger industry changes. 

Advancing Functional Disciplines—Variation in needs 
will increase for functional managers when their disciplines 
are undergoing signifi cant change, such as information 
technology upgrades or process redesigns.

2

3

4

Spanning across clients with 
similar needs can increase 
strategic impact by up to 8%…
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Quality, Not Just Quantity of Central HR Support

� Effective support from central HR function such as Shared Services can increase HRBP strategic 
effectiveness by as much as fi fteen percent.

� Simply adding a central HR team like shared services makes no difference in HRBP strategic effectiveness.
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Effective Support from the Center Drives HRBP Effectiveness
Effective support from (not simply the presence of) Shared Services improves the strategic effectiveness of HRBPs

HRBP Strategic Role Effectiveness 
by Presence of Shared Services

4.2 4.3

Without Shared Services* With Shared Services*

Impact of Shared Services Support 
on HRBP Strategic Effectiveness

0%

8%

16%

0%

8%

16%

Shared Services Effectiveness

Very 
Ineffective

Very 
Effective

…however, effective support 
from Shared Services can improve 
HRBP strategic performance by as 
much as 14%.

Simply having Shared Services in 
place does not differentiate HRBP 
strategic effectiveness…

Optimizing HRBP Support from the Center

Average 
HRBP 

Strategic 
Effectiveness

Neutral

* Shared Services include Centers of Excellence (COEs) and other shared HR resources. Source: Corporate Leadership Council, HR–Line Support Effectiveness 
Survey; Corporate Leadership Council research.

Very 
Effective

Neutral

Very 
Ineffective

16%

8%

0%

Impact 
on HRBP 
Strategic 

Effectiveness
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Business-Aligned HR Service Delivery

Source: Nestlé UK, Ltd. ; Corporate Leadership Council research.

Industry: Consumer Products
Revenue (FY2006): US$2.4 Billion
Employees: 5,781

Number of HR Business Partners: 40
Headquarters: London, England

Goal: To empower HRBPs to align the HR function’s priorities and resources to the high-impact needs of the business.

Results
• $1.7 million saved from investments in low-

return HR activities

• Feedback from business leaders on improved 
quality of HR services

Key Teachings
• Enable the HRBP as the fi lter of HR Shared Services requests

• Establish an objective and systematic process for prioritizing 
funding for central HR requests

• Assign HRBP accountability for HR requests unfunded 
by central HR

• Enable the cross-enterprise HR team to negotiate on central 
HR funding requests under review

Description
Nestlé UK, Ltd., and Ireland implements an 
HR-planning process that enables the HR 
business partner to effectively steward an 
HR agenda driven by business unit needs 
while simultaneously ensuring execution 
of enterprise-wide priorities. HR business 
partners fi lter requests to Shared Services, 
while Shared Services prioritizes requests 
according to business need and scalability.
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Step #1
Enable the HRBP as the “Filter” 
of HR Shared Services Requests

Key Questions HRBP Must 
Address in Business Plan to Ensure 

Corporate HR Support
Does each request demonstrate a 
clear link to business priorities?

Does each request demonstrate a 
clear link to HR priorities?

Do internal services offer a 
competitive advantage versus 
external providers?

Are HR requests simple and 
consistent with existing Nestlé UK 
shared HR services, unless variation 
and complexity create competitive 
advantage?

Can the service be delivered at 
a lower cost than that which the 
business could provide for itself?

Higher Returns on HR Investments
Nestlé UK’s HR Shared Services resource-allocation process is driven by business 
unit needs, while simultaneously ensuring execution of enterprise-wide priorities

Nestlé UK Solutions to Root-Cause Problems

Practice in Summary

Root Cause #4
Business Unit Priorities and 
Needed Investment Levels 

Change Over Time

Root Cause #3
“Squeaky Wheels” and 

“Renegade Divisions” Win Out

Root Cause #2
Shared Services Fails to 
Prioritize Requests for 
Resources Effectively

Root Cause #1
Poor Quality of Requests 

to HR from HRBPs

Step #2
Establish Consideration Process 
for Prioritizing HR Shared 
Services Requests

Step #3
Enable Cross-Enterprise 
Negotiation on Unfunded 
Requests

Step #4
Communicate Shared Services’ 
Role in Business Unit Strategy 
and Enable Updates as Needed

HRBP for 
Business Unit Alpha

Shared Services

HRBPs

Source: Nestlé UK, Ltd. ; Corporate Leadership Council research.

Nestlé UK and Ireland Shared 
Services’ Funding Considerations

 1. Scalability: Similarities to 
requests from other business units

 2. Organizational Culture Fit: 
Fit with Nestlé UK and Ireland 
organizational culture

 3. Alignment with Business 
Priorities: HR activities resulting 
from corporate or business 
unit–dictated changes

 4. Alignment with Shared 
Services’ Skill Base: Fit with 
Shared Services’ current skill base 
or already developed products

Business Case for Restructuring 
Management Incentive Plan

Illustrative
 1. Situation: Current incentive plans do not reward 

employees for their performance.
 2. Data and Metrics: Annual engagement survey fi nds 

that 75% of managers report dissatisfaction with the 
current incentive plan.

 3. Anecdotal Evidence: Manager in X division  
confi dentially voiced interest in joining competing 
company for more attractive incentive plan.

 4. External Research: Studies fi nd importance of linking 
incentives to performance for employee motivation and 
enhanced performance.
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Building and Buying 
Key HRBP Competencies

Designing the HR–Line 
Strategic Partnership

Scaling HR Business 
Partner Impact

• Build HRBP competencies in business 
acumen, innovation, leadership, 
metrics and workforce management to 
drive impact.

• Restructure the HR Employment Value 
Proposition to address compensation 
and career opportunity mismatches to 
attract top talent from outside HR.

• Design on-the-job experiences to 
capitalize on key learning opportunities 
already within the work of the HRBP.

• Focus the HRBP role on generating 
insights, managing through infl uence, 
and accountability for results.

• Target role support resources towards 
line prioritized HR problems that are 
most diffi cult to implement.

• Integrate HRBPs into strategy planning 
and measure them on business-unit 
level talent and business outcomes, not 
process metrics or organization-wide 
results.

• Set HRBP relationship span to 
optimize the number of senior 
executives served.

• Reduce HRBP relationship span in 
businesses with widely varying or 
rapidly changing workforces.

• Empower HRBPs to drive center-led 
HR resource allocation in support of 
business needs.

Profi led Case

HRBP Job-Integrated 
Development Experiences

Profi led Cases

HR Business Partner
Solution Delivery Toolkits

Strategy-Enabled 
HRBP–Line Partnerships 

Profi led Case

Business-Aligned 
HR Service Delivery

Building Next-Generation HR–Line Partnerships
Optimizing HR Business Partner Role and Capability Investments

Source: Corporate Leadership Council research.

HRBP-Led, Center-
Enabled HR Strategy

HRBP as 
Business Unit CHRO

Center-Led 
HR Strategy

HRBP as 
Line Manager Advisor

• “General Manager” Profi le

• Equal Partner

• Crafts and Implements 
Strategy

• Accountable for Business 
Results

• Deployed to Maximize 
Strategic Effectiveness

• Directs Investment of 
Central HR Resources

• “HR Expert” Profi le

• Outside Consultant

• Executes Strategy

• Accountable for HR 
Activities

• Deployed to Maximize 
Effi ciency

• Uses Central HR 
Resources
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Appendix
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Hiring Source, Age, and Gender 
of Senior HR Executive Survey Participants

20%

42%

38%

Hiring Source, Age, and Gender 
of HR Staff Survey Participants

12%

33%
32%

22%

An Experienced and Diverse Set of HR Professionals

Source: Corporate Leadership Council, HR Effectiveness Survey; 
Corporate Leadership Council research.

Hiring Source

Age Gender Age Gender

23%

6%

External Hire, Previous 
HR Experience

30–39

40–49

50–65

72%

Male

Female

18–29

30–39

50–65

40–49

Hiring Source

34%

9%
44%

13%

36%

11%
37%

16%

72%

28%
49%51%

Male

Female

External Hire, Without 
Previous HR Experience

Promoted Into Role 
from Within HR

Transferred in to the Role 
from Outside of HR

External Hire, Previous 
HR Experience

External Hire, Without 
Previous HR Experience

Transferred/
Promoted into Role 

from Within HR

Transferred in to the Role 
from Outside of HR
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Age and Gender of Line Manager Survey Participants

Organizational Level, Function, and Geography of Line Manager Survey Participants

HR Effectiveness Survey—Demographics 

Senior Line Managers from Every Function

Management Level Function Geography

Age Gender

23%
15%

11%
5% 5% 5%

9%

7%
5%

Administrative 
1%

Technical 
1%Supply Chain/

Logistics

Sales
Corporate

Customer Service/
Call Center

Engineering/Design 3%
Retail 
4%

R&D 2%
Quality Control/

Assurance
 3%

Other

Operations

Marketing/
Market Research

HR/Education 
Training

1%
IT/

Systems

Finance/Accounting
7%

34%
59%

Executive/
Offi cer

Senior-
Level

Director-
Level

28%
30–39

40–49

50–65

22–29 

42%

27%

66%

34%
Male

Female

9%

Other

61%

1%
Australia

United 
States

2%
Asia 3%

Central and South America

3% Canada
3%
Continental 

Europe7%

12%

United 
Kingdom

South 
Africa

3%

Source: Corporate Leadership Council, HR Effectiveness Survey; 
Corporate Leadership Council research.
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A Guide to HR Business Partner Services in the Human Resources Practice
The Human Resources Practice provides HR executives with in-depth 

research and diagnostic implementation tools in support of improving HRBPs

Sample of Services Across the HR Practice

Corporate 
Leadership Council

Benefi ts 
Roundtable

Compensation 
Roundtable

Learning and Development 
Roundtable

Recruiting 
Roundtable

Services for the Chief 
Human Resources Offi cer

Services for the 
Seniormost Benefi ts Executive

Services for the 
Head of Compensation

Services for the Head 
of Learning and Development

Services for the 
Seniormost Recruiting Executive

Building and 
Buying Key HRBP 

Competencies

 
 Building Next-Generation 

HR–Line Partnerships

 Business Alignment Tool

 Training and Development 
Decision Support Center

 Employment Value 
Proposition Design Center

 
 Attracting and Retaining 

Critical Talent Segments

 
Compensation Strategy 
and Plan Design 
Benchmarking

  
Driving Attraction and 
Retention Through 
Compensation—Volume I: 
Understanding Employee 
Preferences for Compensation

  
Line-Embedded Measurement 
Champions

1

*
7

4 3

#
9

6

2

0
8

5

 Recruiter Effectiveness 
Academy

  
Rethinking Recruiting Roles 
and Structures

 
 Crafting a New Science of 

Candidate Outreach

Designing the 
HR–Line Strategic 

Partnership

 
 Building Next-Generation 

HR–Line Partnerships

 Business Alignment Tool

 HR Business Partner Portal

 
Engaging Line and Local 
Management in Supporting 
Wellness

  Engaging Managers in Pay

 Manager Pay Partnership 
Index

 Pay for Performance

 
Key Components of an 
Effective Learning Function

  
Line-Embedded Measurement 
Champions

  
Working with the Line

 
Hiring Manager Decision 
Support Center

Scaling HR Business 
Partner Impact

 
 Building Next-Generation 

HR–Line Partnerships

 HR Business Partner Portal

 HR Management and Strategy 
Decision Support Center 

For Customized Implementation Support
CLC Solutions® partners with members to address critical business needs by 
customizing and applying HR practice research.

For More Information
For more granular detail on any of the HR Practice resources or services, 
please contact your dedicated CLC relationship manager or send an e-mail 
 to clcweb@executiveboard.com.
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